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Introduction
Keith Russell and Denise Stephens
One of the growing trends in libraries, especially academic research 
libraries, is an increase in the number of institutions that are using orga-
nizational development (OD) philosophy, processes, and tools on a regu-
lar basis. Consequently, we have developed this issue of Library Trends to 
provide an overview of organizational development as it is practiced in 
libraries, and to explore leadership development within the OD context. 
This issue covers a wide range of topics and draws on the literature of many 
disciplines. It is meant to serve as a resource for every person who believes 
that libraries can be improved in many ways, including how they acquire, 
organize, manage, and provide access to information; assess the needs of 
customers and provide appropriate services; manage human and ﬁnancial 
resources; plan for the future; fulﬁll their mission; develop leadership skills 
in the staff; and initiate and manage change.
 Organizational development is
a long-term effort, led and supported by top management, to improve 
an organization’s visioning, empowerment, learning, and problem-
solving processes, through an ongoing, collaborative management of 
organization culture—with special emphasis on the culture of intact 
work teams and other team conﬁgurations—using the consultant-facili-
tator role and the theory and technology of applied behavioral science, 
including action research. (French & Bell, 1999, pp. 25–26)
Much of the theory and practice of organizational development evolved 
during the last half of the twentieth century, primarily in business and 
higher education. Libraries of all types have adopted various organizational 
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development practices, both in a proactive way to create healthy organiza-
tions and as a means of correcting organizational dysfunction.
 Another useful deﬁnition of OD reinforces the theme of empowered 
people who, through learning, are the designers and implementers of 
systematic change:
Organization development is an educational process by which human 
resources are continuously identiﬁed, allocated, and expanded in ways 
that make these resources more available to the organization, and 
therefore, improve the organization’s problem-solving capabilities. . . . 
The most general objective of organizational development—OD—is 
to develop self-renewing, self-correcting systems of people who learn 
to organize themselves in a variety of ways according to the nature of 
their tasks, and who continue to expand the choices available to the 
organization as it copes with the changing demands of a changing 
environment. OD stands for a new way of looking at the human side 
of organizational life. (Pfeiffer & Jones, 1971, p. 153)
 Carnevale, author of a book that focuses on the use of OD in the ad-
ministration and management of public institutions, adds this insight:
OD is seen as an effort to deal with or initiate change in organizational 
cultures . . . [involving] collaboration between a change agent and 
members of an organizational system . . . to expedite the diagnosis of 
organization problems and to encourage strategies that equip orga-
nizational members to learn how to cope with their own difﬁculties. 
OD is underscored by a belief that organizational members own their 
own problems and are responsible for ﬁnding solutions to them. (Car-
nevale, 2003, p. 1)
 The articles in this issue showcase the many ways consciously chosen 
OD strategies can invigorate libraries. Our authors describe various OD 
concepts and explain how they are employed in various organizations. 
Where appropriate, research results supporting the use of such tools and 
techniques are reviewed. To a large extent, these articles provide speciﬁcs 
on how OD has been applied in libraries and what the results have been 
so far. We also have encouraged our authors to explore the potential of 
future applications.
 Karen Holloway leads off the issue by highlighting the many reasons 
an increasing number of academic research libraries have created posi-
tions that focus on OD. She summarizes how libraries have employed the 
concepts of OD and the perceived results of focusing on the philosophy, 
tools, and techniques of that discipline.
 Kathryn J. Deiss discusses the challenges libraries face in focusing on 
the needs of users and how strategy and innovation, as well as natural orga-
nizational tensions, can be employed as tools to help libraries creatively 
evolve and effectively engage their clientele.
 Michelle L. Kaarst-Brown, Scott Nicholson, Gisela M. von Dran, and 
Jeffrey Stanton explore aspects of library culture and current strategies 
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libraries can use to capitalize on the culture and move ahead. Their article 
summarizes relevant literature from other disciplines and provides thought-
provoking insights not normally discussed in the library literature.
 Three articles in this issue apply the disciplines identiﬁed by Peter 
Senge as necessary for an organization to evolve into a learning organiza-
tion (Senge, 1990). The case studies in these articles describe and analyze 
the efforts of individual libraries to plan and implement deep, long-term 
change: Joan Giesecke and Beth McNeil discuss the overall concept of the 
learning organization, which is fully consistent with what academic research 
libraries (and often their parent organizations—that is, universities) are all 
about—education and continuous learning. Their article describes the ap-
peal of the concept and how some libraries are implementing the principles 
of the learning organization. Shelley Phipps focuses on how one library is 
creating a learning organization and, more speciﬁcally, how various orga-
nizational systems have been designed to facilitate movement toward that 
ideal. Betsy A. Bernfeld provides a personal narrative of how she and the 
public library system she directs have embraced aspects of Senge’s work, 
particularly the emphasis on teams.
 Two of this issue’s articles discuss the importance of establishing as-
sessment programs to enable libraries to plan and manage programs, re-
sources, and work: Steve Hiller and James Self address the organizational 
challenges and methods used in implementing assessment programs that 
directly inform planning and decision-making. They examine the experi-
ences of selected libraries with mature assessment programs and explain 
several important concepts related to data gathering and analysis. Gail 
Oltmanns describes how qualitative and quantitative assessment techniques 
can be used to develop employees and enrich their jobs and in the process 
improve the ways libraries meet user needs, fulﬁll their complex mission, 
and make progress toward their vision.
 Pat Hawthorne focuses on how library human resources programs 
relate to OD and various approaches that have proven useful in improv-
ing the recruitment, training, development, utilization, and retention of a 
well-qualiﬁed library workforce.
 Florence M. Mason and Louella V. Wetherbee review the characteris-
tics and approaches of numerous leadership development programs the 
library profession employs to develop current and future leaders. They 
summarize aspects of such programs and comment on the evaluation of 
their effectiveness.
 Maureen Sullivan describes appreciative inquiry, a relatively new OD 
approach with potentially signiﬁcant applications in libraries. This process 
focuses a group or organization on positive aspects of its recent history 
and seeks to identify ways the group or organization can build upon the 
strengths and conditions that produced earlier successes.
 Thomas L. Moore helps to deﬁne facilitative leadership, a relatively new 
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leadership style that engages all members of an organization more fully 
and leads to a more effective operation. Facilitative leadership is one of our 
favorite approaches to leadership. Stringer predicts that “the most effective 
leader of the future will be a facilitator.” He continues:
Although the old-fashioned ‘command and control’ model of lead-
ership will continue to be important, especially in situations where 
clarity and speed are requirements, most organizations will ﬁnd that 
a facilitation model of leadership works better. In the high-perform-
ing organization of the future, decisions will increasingly be made by 
bringing people together, pooling ideas and information, and moving 
toward some form of consensus. (Stringer, 2002, p. 220)
 In the concluding article, we present our reflections and closing 
thoughts on OD, leadership, and change. We identify some of the infor-
mation sources we ﬁnd useful (and often inspiring) in making sense of 
research on and applications of those topics and discuss the importance 
of developments in these areas to the future of libraries.
 We hope this issue of Library Trends will help to accelerate and facilitate 
the transition to newer models of service, structure, management, and 
leadership in libraries. In addition, we hope this collection of articles will 
encourage everyone interested in the future of libraries to experiment with 
new approaches to the operation of libraries and that an extensive com-
munity of practice, across all types of libraries, will evolve—one that focuses 
on conceptualizing and implementing the library of the future. We further 
hope our work, and that of our authors, will stimulate library employees 
at all levels to expect, demand, and work toward positive organizational 
cultures that enable all employees to contribute as effectively as possible 
to the mission of the library.
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The Signiﬁcance of Organizational Development  
in Academic Research Libraries
Karen Holloway
Abstract
More and more academic research libraries are applying organiza-
tional development (OD) concepts in their organizations. The outcomes 
of focusing on and utilizing this management approach are described, 
including how OD has made signiﬁcant differences in these libraries. To 
assess the current state of OD in academic research libraries, interviews 
were conducted in July–August 2003 with twelve individuals who have some 
part of OD in their job responsibilities or are library directors.
 The approaches to implementing OD vary. In some organizations, it 
has been a complete library-wide undertaking, while in others the changes 
started in one or two units, sometimes with an overarching plan and some-
times with no intent to shift the entire organization. What is evident is that 
there is not a linear progression of OD from one step to another and it is 
a continuous process of change. Within the university structure, libraries 
have been given the leeway to be “different,” with the library becoming the 
focal point for demonstrating new ways to work in the academy. Most of 
those who have undertaken OD initiatives believe that their organizations 
would not be responsive or ﬂexible if they had not committed to change.
 As increasing numbers of academic research libraries are implement-
ing organizational development (OD) concepts in their organizations, it is 
important to assess the results of focusing on and utilizing this management 
approach, as well as signiﬁcant changes in these libraries due to OD. Be-
cause of the relatively new application of OD in the academic library arena, 
there is not an abundance of literature from which to draw conclusions 
Karen Holloway, Team Leader, Financial and Human Resources, University of Arizona Library, 
PO Box 210055, Tucson, AZ 85721–0055
6 library trends/summer 2004
on the effects of OD in these organizations. To supplement the literature 
that is available, I conducted interviews in July through August of 2003 with 
individuals who have some part of OD in their job responsibilities or are 
library directors. These individuals were identiﬁed through several means: 
journal articles and books; participation in an OD online discussion group; 
and presentations at a series of conferences on organizational change in 
libraries.1 Thirty-one academic libraries in North America and Europe were 
identiﬁed as having instituted some type of organizational change within 
the last ten years; of those identiﬁed, twelve individuals from nine libraries 
in the United States agreed to be interviewed.
 The resulting list of interviewees is by no means a scientiﬁc sample since 
the total number of academic research libraries that are implementing 
some form of OD is not known. The interviews were conducted in order to 
create a sampling of the rationale, activities, and trends that OD represents 
in these libraries. The questions asked in the interviews appear in Table 
1. Responses have been aggregated to form the basis of observations and 
conclusions in this article. The interviews were supplemented with publica-
tions describing libraries’ forays into OD, and these are cited accordingly.
Deﬁnitions
 There are many textbook deﬁnitions of OD, as well as many approaches 
to implementing OD. Over thirty years ago, Richard Beckhard published 
Organization Development: Strategies and Models, in which he notes
more organizational leaders have realized that it is not enough to carry 
out piecemeal efforts to patch up an organization problem here, ﬁx a 
procedure there, or change a job description. Today there is a need for 
longer-range, coordinated strategy to develop organization climates, 
ways of work, relationships, communications systems, and information 
systems. . . . It is out of those needs that systematic planned change 
efforts—organizational development—have emerged.” (Beckhard, 
1969, p. 8)
 In my research for this article I have found that academic libraries are 
Table 1. Interview Questions
1. Deﬁne organizational development as it is used in your organization.
2. Why is organizational development a part of your organization? When was it initiated?
3. What elements of organizational development are in place or in the planning stages?
4. How have organizational development initiatives made signiﬁcant differences in your 
organization, speciﬁcally in areas of individual (employee) learning and growth, inter-
nal processes, ﬁnancial/budgeting, and customer focus?
5. By what methods has your organization measured the success of these initiatives?
6. What is your role in the organization? Do you see the organizational development posi-
tion as necessary in the long term? How do you think it will evolve? 
7holloway/organizational development
using the term “organizational development” both in a formal manner, 
i.e., there are individuals or units in libraries that have OD as part of their 
titles, and in an informal manner when organizational development is part 
of an individual’s or unit’s function but the OD designation is not formally 
applied. Additionally, the term “organizational effectiveness” is being used 
in some quarters to connote a broader, ongoing initiative that is beyond 
the “development” stage. “Effectiveness” could also be viewed as a response 
to the economic climate, in that organizations have to demonstrate more 
accountability in order to secure dwindling resources.
 The various answers to the question of how the term “organizational 
development” is used in an organization range from no deﬁnition, to sys-
temwide engagement, to plans for the future. In more than one library 
the deﬁnition of OD is embodied in the work of an OD staff person, even 
if the larger staff population does not know or understand the term itself. 
Often OD is not understood as a succinct concept, even by those who are 
practitioners. There appear to be many pieces that make up OD; Table 2 
contains some of the elements that contribute to the deﬁnition, as used in 
academic libraries.
 The verbs used in Table 2 are intentionally in the active tense. What is 
apparent is that OD is a continuous process and, in many cases, a cyclical 
process. A deﬁnition of OD that has stood the test of time and captures 
most of these elements is that of Higgins: “a deliberate process of planned 
change which incorporates a long-range effort to improve an organization’s 
problem-solving and renewal processes, particularly through a more effec-
tive and collaborative management of organizational culture” (Higgins, 
1982, p. 333).
Table 2. Elements of OD
Putting decision-making closer to people doing the work.
Expressly understanding user needs and desires.
Improving group dynamics, organizational structure, and organizational culture.
Developing shared accountability and responsibility.
Learning how to work collaboratively and across hierarchies.
Building trust.
Being a ﬂexible organization.
Improving processes.
Improving services to internal and external customers.
Making data-based decisions.
Developing performance management tools.
Designing and creating structures, processes, and systems that support the vision, goals, 
and values of the organization.
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The Beginnings
 Application of OD in academic research libraries appears to have be-
gun in the early 1990s based on the published literature as well as those 
libraries represented in the interviews for which a starting date could be 
identiﬁed (ranging from 1993 to 2002). Several librarians were unable to 
pinpoint a speciﬁc year since the application of OD had been informal or 
evolutionary.
 Given that businesses were implementing OD in the 1960s, we must 
ask what has taken academic research libraries so long to move from en-
trenched, hierarchical organizations to those demonstrating ﬂexibility and 
responsiveness to customers, often through ﬂattened management struc-
tures? One answer may be found by looking to the larger organization in 
which most research libraries reside: the university. Charles Osborn has 
succinctly described the diverging paths of the research university and its 
library. He notes that “in contrast to overall university inertia, academic 
research libraries have established a recent history of initiating changes of 
the most fundamental kind” (Osborn, 1997, p. 246).
 Several of those interviewed for this article stated that the library within 
the university structure was given the leeway to be “different.” Directors and 
other library staff who have been successful in instituting organizational 
change have done their homework and have built strong relationships 
with key university administrators. In some cases, the library has become 
the focal point for demonstrating new ways to work in the academy. It is 
evident from a number of those interviewed, in particular library directors, 
that implementing a new structural organization within a university is not 
for the fainthearted. It takes the courage of conviction as well as support 
from university administrators.
 Research into why academic libraries have moved to OD as a way to 
manage change in the organization revealed that technology has been the 
primary driver. In the preface to Restructuring Academic Libraries: Organiza-
tional Development in the Wake of Technological Change, Charles Schwartz states 
that “information technology in the 1990s is advancing more rapidly than 
our profession is prepared to assimilate the changes” (Schwartz, 1997, vii). 
At the time Schwartz conceptualized the book (1995), there were only a few 
articles in the literature that recognized that the demands of technology 
could not be met with traditional, hierarchical organizational structures.
 What was discovered in the libraries surveyed is that technology is one 
of several drivers that has moved the organization to change. The economy 
as a driver was also evident in the responses to the question, “Why is Orga-
nizational Development part of your organization?” (see Table 3).
 Most of the reasons for implementing OD are not mutually exclusive, 
that is, it was not one impetus alone that led an organization down the 
OD path. An atypical response to the question came from a library where 
there was not internal or external pressures to change, that is, there were 
Table 3. OD Drivers
TECHNOLOGY
Changing institutional framework to support a new information technology.
Technology advancements and costs.
Continuous improvement for technical services after implementation of an integrated 
library system.
Changes needed to address technology-required development of new organizational 
capabilities.
BUDGET/FINANCIAL
Need to reduce the budget.
Availability of special funding to support special projects and initiatives.
Static or declining resources.
Escalating materials costs.
Escalating (human resources) beneﬁts costs.
CUSTOMER SERVICE/NEEDS
Need to offer a particular service.
Recognition that customer services need to be changed.
More customized services.
Shift in students’ patterns of use of the library.
Focus on services to undergraduates; providing all services in the best way possible.
Change/improve reference services.
Get as many electronic resources as possible directly to users.
STAFFING/STRUCTURE
Resignation or retirement of key staff; vacancies led to opportunity to re-deploy 
remaining staff.
Shrinking pools of available staff for new initiatives.
Training crisis and lack of cross-training.
Need to re-deploy limited staff.
Changing jobs of technical services librarians.
Combining departments to be responsive to customers.
Training people how to work.
Need to reallocate existing staff to new areas of work.
Build collaborative skills in the organization.
Existing structure coming apart culturally and not meeting demands of users.
MEASURING/ACCOUNTABILITY
A strategic plan has been in place for some time, but decided to focus more on 
accountability and ways to measure it.
LEADERSHIP
Vision of the university librarian to inculcate change in the leadership structure.
Director’s vision of the library of the future, while facing budget cuts and the need to 
have ﬂexible organization.
Initiative by the director to make the library more ﬂexible, agile, and responsive to 
change.
Director’s interest in changing the library’s culture.
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no budget constraints, users were satisﬁed, and technology had been read-
ily embraced. The director, however, wanted to get the library to act as a 
system. What is evident for most of the other respondents is that technology 
and the economic climate inﬁltrate almost all aspects of these initiatives.
 An aspect of change that was interesting to assess is what OD has not 
been in these organizations. Unlike the early precepts of reengineering 
that were introduced by Hammer and Champy, libraries have not brought 
in these radical, dramatic change concepts to “blow up the old and replace 
it with something new”(Hammer & Champy, 1993, p. 33). Rather, it is 
apparent that libraries have, for the most part, taken more incremental 
steps through business improvement, business enhancement, or business 
modiﬁcation approaches. Downsizing has occurred in some libraries due 
to shrinking budgets but not as an overt act of OD. Nor is there evidence 
from those interviewed that there was a conscientious displacement of 
librarians with support staff or vice versa.
 Lastly, none of the changes described by participants in the survey were 
mandated by university administrations. The changes were initiated in the 
libraries by library directors along with an assortment of library staff, with 
staff members often taking lead roles. This is not to say that initiatives of this 
magnitude were undertaken in a vacuum. “Restructuring an organization, 
therefore, depends on understanding what your institutional culture and 
values are, and ﬁguring out where you intend to go and how you can get 
there without violating revered norms. In other words, any library wanting 
to determine its own future must engage in some sort of formal planning 
with an eye on local traditions” (Kent, 1997, p. 186). At the University of 
Arizona Library, strategic planning incorporates an annual environmental 
scan, which includes review of the university’s mission, strategic plan, and 
other critical documents to ensure that the library is in alignment with the 
goals and objectives of its parent institution.
Implementing OD
 The approaches to implementing OD vary. In some organizations, it 
has been a complete library-wide undertaking, while in other organizations 
the changes start in one or two units, sometimes with an overarching plan 
and sometimes with no intent to shift the entire organization. There are 
also examples of grassroots initiatives where a unit or group is given the 
authority to change its work but without strong support from the adminis-
tration or a clear understanding by the remaining staff of what the group 
is doing.
 Of the libraries surveyed, a variety of implementation strategies sur-
faced. In one library the staff in a public services unit wanted to start stra-
tegic planning, and as they talked about the effort and looked to internal 
resources to help them, it grew into a library-wide effort. The result has been 
that the library as a whole has redesigned the strategic planning process. 
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Strategic planning was the starting point for a number of libraries. In several 
libraries process improvement was the impetus to change, and one library 
has a goal to undertake one process improvement project each year. Other 
libraries restructured by ﬁrst eliminating layers of administration (but not 
the people in those positions) and/or establishing a team-based organi-
zation and then moving to strategic planning and process improvement. 
Another library has focused on improving internal communication as a ﬁrst 
step, in tandem with strengthening delegation and decision-making. A less 
direct approach has been the expansion of human relations/resources roles 
in the library to include staff development and training and the creation 
of new roles, such as coordinator of personnel programs or manager of 
staff learning and development.
 To give structure to these efforts, libraries have adopted different ap-
proaches to organizing their OD efforts. Three models that have been 
implemented are Galbraith’s Star Model, the Balanced Scorecard, and 
Hoshin Planning.2
 Galbraith’s Star Model is a systems approach to reorganization with ﬁve 
points of the star interrelated: (1) strategic planning, structure and roles 
of people in the organization; (2) span of control (size and interaction of 
teams); (3) work processes (communication, process mapping); (4) people 
and human resources policies, evaluation; and (5) training and develop-
ment.
 The Balanced Scorecard is a framework for tracking organizational 
performance through a set of quantiﬁable measures derived from an or-
ganization’s strategy. It can be implemented as a measurement system, a 
strategic management system, and/or a communication tool. The Balanced 
Scorecard was developed by Robert Kaplan and David Norton in the 1990s 
to expand an organization’s performance measurements beyond the ﬁnan-
cial realm. The four dimensions, when adapted to public and nonproﬁt 
sectors, are (1) employee learning and growth, (2) internal processes, (3) 
customer perspective, and (4) ﬁnancial perspective. Strategy is at the core 
of all the dimensions and provides an additional link to all of them.
 Hoshin Planning is a strategic planning process to help an organization 
achieve breakthrough services and products for customers, in part, by target-
ing a select few critical areas in which the organization can apply its human 
and ﬁnancial resources. Stated goals and action plans are the mechanisms 
to close the gap between the current state and the desired state.
 There is not one path to implementing OD, and in each organization 
paths may take various directions. What is evident is that there is not a 
linear progression of OD, which makes it difﬁcult for those involved in 
organizational change to be able to state deﬁnitively where an organization 
is in its OD saga. Table 4 is a snapshot of the current status of OD in the 
libraries represented in the interviews.
 Sustaining change and moving an organization through the various 
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paths of OD is a challenging way of life for the people in those libraries 
who have committed to OD precepts. Those who lead the OD efforts are 
sometimes selected by administrators or peers, sometimes they are self-
appointed, sometimes they are surprised at ﬁnding they are viewed as the 
OD experts, and sometimes they are human resources specialists who are 
reluctantly or enthusiastically engaged in OD responsibilities. Some are 
given OD titles (for example, Associate University Librarian for OD), and 
others are trying to decide if having an OD title in the library would be a 
help or a hindrance. Some have a master’s degree in OD, and others are 
learning as they go. Some are the sole person in their organizations who is 
struggling to turn the ship, and others are part of an acknowledged core 
group of OD resources and in-house consultants. It is clear that the work 
associated with leading and guiding OD in libraries is evolutionary, and 
most of those involved in this work believe there are increasing roles for 
OD specialists in academic research libraries.
Assessment and Measurement
 One of the more difﬁcult areas of instituting any new management 
system is to assess and measure its success in both the short term and long 
term. Some organizations approach this task through methodical, planned 
means. In 2001 the University of Virginia Library adopted the Balanced 
Scorecard to better use data to make choices (Self, 2003). After a relatively 
short period of time, the system appears to be a qualiﬁed success, leading 
the organization to focus on important topics and to set organizational 
priorities.
 An assessment of the learning and growth dimension of the Balanced 
Scorecard is described by Franklin in a case study of the University of 
Table 4. Current State of OD in Participating Libraries
Focus on the strategic planning cycle with emphasis on the Balanced Scorecard.
Progress made in setting strategic priorities.
In limbo due to negotiations with a bargaining unit; however, exempt staff have been 
transitioning from work that will not be needed.
More work in understanding user needs and desires.
Human resources and training are works in progress.
Annually offer content-based symposia that focus on some area that engages staff on an 
important issue; 3 days on organizational methods and techniques; 2–3 days for planning.
Creating new positions to support OD.
Working on a multi-tiered program for leadership development.
Process improvement in speciﬁc areas.
Development of new employee orientation program to include elements of organizational 
philosophy of change and introduction to team practices and principles.
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Connecticut Libraries presented in 2003 (Franklin, 2003). In the study he 
describes the process by which the libraries measured the extent to which 
articulated organizational values were achieved through a library-wide re-
organization.
 What measurement activities are being pursued by the libraries surveyed? 
Four of the nine are using the Balanced Scorecard, while the remaining ﬁve 
participate in LibQUAL+ ™. LibQUAL+ ™ is a suite of services made avail-
able through the Association of Research Libraries (ARL) that are used to 
solicit, track, understand, and act upon users’ opinions of service quality.3
 In addition to the tools noted above, many libraries are also utilizing 
customer focus groups and surveys targeted to speciﬁc user groups. Also, 
library staff surveys and focus groups are conducted to elicit training needs, 
assess the cultural climate, and generate feedback on how the organization 
is doing from the employees’ viewpoints.
 Libraries appear to compile data willingly and frequently but not always 
in support of analyzing progress toward change and impacts of change. 
Required external data are not necessarily those that help an organization 
determine its success. So in addition to meeting university-imposed or asso-
ciation-imposed data reporting requirements, some libraries are developing 
meaningful quality standards that support progress toward goals and are 
indicators of success in reaching those goals.
 At the University of Arizona Library quality standards include the in-
crease in the number of people served; the availability of systems to users 
and physical and electronic access to collections; the increased ability of 
students to select, ﬁnd, and use information in their research; and the 
timeliness of responses to requests for services or materials. Teams report 
on progress on the quality standards four times a year, both in written form 
and in presentations to the library.
 A few libraries have not undertaken any measurements or assessment 
beyond those provided by LibQUAL+ ™, and two of the surveyed librar-
ies do not have any measurements or assessments in place relative to OD 
initiatives. One respondent noted that their measurement efforts have 
been signiﬁcantly enhanced by establishing an internal ofﬁce for program 
assessment. Experimentation with new measures is surely a part of OD, and 
this experimentation is “for the purpose of discovering what needs to be 
done to achieve the shared vision of participating fully in the educational 
enterprise of the institutions of higher learning” (Phipps, 2001, p. 657).
Impacts and Outcomes
 Although libraries are all over the map in terms of where and how OD 
is being implemented, most of those interviewed for this article were able 
to reﬂect on how OD has made a difference in their organizations. Table 5 
contains their observations, which are organized by the perspectives used 
in the Balanced Scorecard.
Table 5. The Effects of OD in Participating Libraries
1) Employee Learning and Growth
Individual learning and growth is the keystone of whole OD program and commitment 
to an in-house training program is essential.
Recognizing and celebrating the differences among individuals has brought additional 
strength to the organization as a whole.
More cross-training and technology training has occurred.
Staff development is available for all staff classiﬁcations in the library.
Employees are taking responsibility to share their knowledge, skills, and abilities with 
others as part of culture, not because they are told to do so.
A lot of learning is going on, even without well-expressed plans and objectives.
Cultural assessment has led to development of roles and responsibilities for leaders; it 
is clearer how they are expected to communicate with staff and to work with them on 
decisions.
The Birkman Inventory instrument is administered to each individual to determine work 
styles; it is used as a frame for looking at team conﬂict and other team issues.a
Most staff have taken the Myers-Briggs Type Indicator (MBTI), and there are plans to 
have all new staff take the instrument to help team members better understand and 
build their relationships.b
There has been a distinct change in culture; staff are more inclined to do things rather 
than just talk about them.
A learning curriculum has been developed with mostly in-house resources, although all 
staff get some funding for outside workshops, seminars, etc.
The cross-functional project team environment has fostered accelerated learning 
opportunities library-wide.
All staff are equally involved in activities; this has broken down some class distinctions.
2) Internal Processes
Teams are working together more collaboratively.
Beginning to think about process mapping to get rid of redundant procedures.
People understand that there are group processes and they matter.
Development of team-level mission, values, and operating principles.
Focus on technology processes in terms of how information is delivered to the customer.
Introducing the concept of cross-functional teams.
Existing widespread ability and willingness to map processes and analyze process effec-
tiveness.
3) Customer Perspective
Initial process improvement initiatives provided a test of customer focus.
Improved access to digital/electronic information.
Improved Web site.
New database services.
Improving training facilities for students.
Increased focus on customer service and training to support customer service.
Decreased delivery time in interlibrary loan and document delivery.
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Library-wide goals are developed based on the customer perspective, that is, what does 
the customer want and desire.
4) Financial Perspective
Enormously successful in getting funding from provost.
Budgeting is done by a collaborative team, leading to more transparent information and 
understanding of the budget by more staff.
The library was only one of a few campus units whose budget was not cut; a direct cor-
relation to OD can only be hypothesized, although library leadership believes this con-
tributed to support.
Helped the library director articulate what the library’s goals are to the campus, result-
ing in administration and funding support.
Recognition on campus of our successes, which has led to continuing ﬁnancial support 
in times of dwindling resources.
aFor more on the Birkman instrument, refer to www.birkman.com/ (retrieved May 10, 
2004).
bFor more information on the Myers-Briggs instrument, refer to www.myersbriggs.org/ (re-
trieved May 10, 2004).
 Vision and strategy are situated at the center of the Balanced Score-
card system. For several libraries dramatic differences in this area were 
reported. Library-wide goals were ﬁnally understood by staff, even if there 
was not complete agreement with the goals. Several libraries formally imple-
mented strategic planning processes that engage most staff, including in 
one instance the concept of funding to the plan (not planning to funds 
available).
 In summary, based on the interviews conducted for this article, systemic 
changes that improve an organization’s effectiveness can substantially im-
pact all parts of the library, whether or not that is the planned outcome. 
An OD approach comes with the challenge of balancing the competing 
values in an organization.4 As one person interviewed noted, success in 
OD cannot be compared to what might have been if changes in structures 
and systems had not been made. Most of those who have undertaken OD 
initiatives, however, believe that their organizations would not be responsive 
or ﬂexible if they had not committed to change.
Notes
1. The online discussion group is sponsored by the Library Organization and Management 
section, Library Administration and Management, American Library Association. Living 
the Future conferences have been held biennially since 1996; information and selected 
presentations are available at http://www.library.arizona.edu/conference/ (retrieved May 
10, 2004).
2. See works by Bechtell, 1995; Galbraith, 1977; and Kaplan & Norton, 1992, 1996.
3. For more information on LibQUAL+ ™, refer to http://www.libqual.org/ (retrieved May 
10, 2004). LibQUAL+ ™ is a registered trademark of Texas A&M University.
4. See works by Schwartz, 1997; Faerman, 1993; and Quinn, 1988.
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Creating services that add value for the customer takes precedence 
over all other drivers in determining organizational success in the twenty-
ﬁrst century. Libraries uniquely capable of anticipating and meeting cus-
tomer needs in ways that mirror a changing world are the libraries that are 
deemed successful and, therefore, are able to attract resources and talent. 
It is evident from current environmental indicators that organizations need 
to utilize two tools skillfully in order to create customer value: innovation 
and strategy. While strategy can exist without innovation, it is unlikely that 
effective innovation can occur without the use of strategy. For organization 
leaders the challenge is threefold: develop the ability to create value-added 
innovative services on a continuous basis; utilize strategy to make decisions 
about innovations; and deliver innovative services to the customer. This 
article will review recent theories of innovation and strategy and place them 
in the context of the work of nonproﬁt organizations (such as most librar-
ies). Suggested approaches to creating innovation and effective strategy 
will also be reviewed.
Strategy and Innovation: Building a Twenty-First-
Century Knowledge Practice
“Different is not always better but better is always different.” (Luce, 
2003)
 There is nothing new about the need for organizations to be creative in 
problem solving, to be customer oriented, or to be strategic. When pointed 
Kathryn J. Deiss, Director, Strategic Learning Center, Metropolitan Library System, 224 S. 
Michigan Avenue, Suite 400, Chicago, IL 60604
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to in many professional and trade presses as well as by the media in general, 
however, the need for organizational innovation and strategic thinking 
is rarely deﬁned and put in speciﬁc context. This article will explore the 
nature of innovation, particularly in the public sector, and will look at the 
role that strategic thinking plays in fostering and promoting innovation. 
These issues will be placed in the context of organizational development 
in libraries.
What Is Innovation?
 At face value an invention is something that strikes most of us as ephem-
eral and sometimes foolhardy—things seen on late-night television adver-
tisements. Yet, we all know and use the many inventions that have changed 
modern life in the past century: telephones, dishwashers, computers, auto-
matic teller machines (ATMs), and so on. These are innovations—things 
that change the way we can do what we want to do; they have added value 
to our daily lives. In many cases what was once an innovation is now taken 
for granted. Remarkable inventions, once assimilated into daily life, be-
come routine, an imperceptible part of our lives. Interestingly, however, 
once assimilated an innovation can be eclipsed and even made obsolete by 
a new innovation. Examples such as cell phones, music on compact discs, 
and computers indicate that something new can be created on the basis 
of older innovations.
 In the public sector innovation often relates to services rather than 
products. Creative new services and processes that make a difference to 
customers are where the prospects for innovation lie. Potential innovation 
in this area is less obvious than in the area of three-dimensional products, 
but innovative services can have the power to keep existing customers and 
attract new customers.
 For innovation to occur libraries must tap the creative potential of their 
staffs, vendors, and customers. While very much related, creativity and inno-
vation are distinct from one another in important ways. Creativity is the act of 
generating new ideas and new perspectives. Innovation, on the other hand, 
occurs when creativity is applied and a product or service results. Creativity 
(including creative thinking skills), then, is certainly critical to the practice 
of innovation. Thus, creativity is a means and innovation is an end.
 Leonard and Swap deﬁne innovation as “the embodiment, combina-
tion, and/or synthesis of knowledge in novel, relevant, valued new products, 
processes, or services” (Leonard & Swap, 1999, p. 7).
 Creativity is a process of developing and expressing novel ideas that 
are likely to be useful. This deﬁnition assumes the use of speciﬁc tools and 
skills in order to develop these novel ideas. Innovation implies a buyer or 
target audience for these new products, processes, or services. In much of 
the literature on innovation, booming proﬁt margins and focused competi-
tion are implied in the commercial sphere. How do libraries, as nonproﬁt 
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organizations, create innovation when they do not have proﬁt margins to 
watch, or when they do not wish to compete in the same fashion as many 
corporate sector enterprises do?
 Library literature points to innovations in organizational structure and 
performance. Yet these do not, in and of themselves, create added value 
for the user. For instance, the powerful approach taken at the University 
of Arizona (to name just one library) in restructuring how they approach 
work is, in and of itself, not an innovation that adds value for the customer. 
The innovative services made possible by the new organizational team-based 
model, however, are what could be pointed to as true innovation—that is, 
new, desired, or needed services that add value for university faculty, stu-
dents, and other scholars. Improving our internal methods and practices 
indirectly, or perhaps not at all, has an impact on how the end user does 
what he or she needs to do. Innovation is more signiﬁcantly about what 
our target audience can do—about the increased capacity of library users 
to do what they want and need to do in the way that most beneﬁts their 
productivity, pleasure, and excellence.
 In his unique book Sustaining Innovation, Paul Light describes the criti-
cal difference between innovation in the private sector and innovation in 
the public sector:
Whereas in the private sector an innovation merely needs to be proﬁt-
able to be worth doing, in the public sector innovation must be about 
doing something worthwhile. . . . Second, public sector innovation in-
volves more than simply doing the public’s business well. . . .Third, non-proﬁt 
and government innovation involves the broader public good. The ultimate 
purpose of innovation is not to win awards, boost public conﬁdence, 
or attract foundation support, but to create public value. (Light, 1998, 
p. xv, emphasis in the original)
Hence, rather than being deﬁned as something “new to us,” innovation 
in the public sector must be about facilitating the work of our primary 
constituents in ways that are new and useful to them. It does not matter 
how innovative libraries are in creating their organizations if they do not 
produce innovative services, processes, and products for their clientele—li-
brary users.
How Do Public Sector Organizations Innovate?
 Light studied a number of nonproﬁt and government organizations 
in a research project designed to understand how these organizations in-
novated “naturally”—meaning innovation was part of the organization’s 
culture and occurred on a consistent and continuous basis. Interestingly 
not all the organizations he studied understood the need for innovation 
when initially confronting problems and obstacles. The organizations that 
were handicapped at the outset learned how to innovate precisely because 
of the difﬁculties in which they found themselves. The organizations Light 
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studied (from the most resource-challenged to the resource-rich) had four 
principles in common that allow them to consistently innovate:
1. a commitment to controlling their environments rather than the other 
way around
2. an internal structure that creates the freedom to imagine
3. leadership that prepares the organization to innovate
4. management systems that serve the mission of the organization rather 
than the other way around
Light describes these principles as internal strategies for innovation. Exter-
nally, these principles must be translated into ideas, actions, and increased 
direct value that resonate with the constituents for whom the innovations 
are created. It is not sufﬁcient to create organizational principles that de-
scribe an innovation culture without the subsequent creation of innovative 
products, processes, and services.
Political Implications of Innovation
 Few would argue with the merits of continuous innovation and innova-
tion that stems from organizational mission. Why, then, do some innova-
tions simply fall ﬂat? Why is it that the best of intentions do not sufﬁce to 
engage the individuals for whom the innovation was created? Organizations 
can innovate wildly but be thoroughly unsuccessful in getting the attention 
of the client. Why does this happen? Grudin, author of The Grace of Great 
Things (1990), a book about innovation and creativity, argues that sensitivity 
to the politics of innovation as well as the current social context are crucial 
to the success of any innovation. The political aspects of life are set in the 
matrix of social interactions. It stands to reason, then, that the political 
and social climates are closely tied and that they must be considered as 
interrelated and interdependent factors.
 The social climate surrounding an innovation has much to do with 
how it is perceived. And perception has much to do with the success or 
lack thereof of any innovation or innovative service. Thus, it is important 
to have a political (in the neutral sense of the word) acumen in order to 
be successful at innovation. A primary political area for reﬂection is that 
of readiness: it matters a great deal whether or not a public is ready for the 
innovation. Grudin (1990) cites the famous example of the Dutch inven-
tor Cornelis Drebbel. In 1624 Cornelis Drebbel proposed to the Prince of 
Wales that he be given £20,000 to create a solar power device on the hills 
outside London that would create heating power for all of London. He was 
summarily dismissed as being a crackpot interested in bizarre creations that 
serve no one. Grudin uses this example to describe how critical the politics 
of innovation are to the acceptance and survival of an invention/innova-
tion. Drebbel’s invention was ahead of its time—that is, not politically and 
socially attuned—and was not easily perceived as possible or desirable by 
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the general public and the potential funding sources of the project. Drebbel 
ended up largely forgotten and penniless, although he actually had created 
numerous useful inventions that were adopted. His largest innovation or 
invention—the solar power scheme—placed him squarely in opposition 
to current socially acceptable thought. Using this example, Grudin points 
to the two-way interaction between innovator and society. Without social 
acceptance, an innovation is but a fancy.
Even our historical picture of successful ideas is somewhat clouded. 
When we look at triumphant innovations of the past, we see them, so 
to speak, from their own future: we confront them as faits accomplis, 
hardened into the sedate structure of our own cultural background. . . . 
Our blindness to these subjects, coupled with our historical neglect of 
valid innovations that failed, helps build the illusion . . . that innovation 
is easy, that . . . progress is automatic. (Grudin, 1990, p. 142)
The ability of an organization to detect how ready customers are for a 
particular innovation is related to its ability to interpret what the customer 
needs and wants—and, as importantly, what the social and political climate 
is—at any given moment. Additionally, creating effective messages about 
the innovation for the intended customers is an integral aspect of the in-
novation itself.
 For nonproﬁt organizations, where the mission is intensely reliant on 
relationships with customers, the concepts of customer readiness and ef-
fective message conveyance are even more critical. These customers are 
likely to be accustomed to current practices and unable to see the very good 
reasons or beneﬁts to change. The introduction of user-powered terminals 
for book charge out (self-checkout terminals) by libraries is an excellent 
example of an innovation where the message about what it was, what ben-
eﬁts (value) it brought the user, and why it existed was poorly conveyed. It 
is also a good example of the failure to match the introduction of a new 
service with the customer’s readiness to adopt new behaviors. In the early 
1980s when this innovation was being introduced in many public libraries 
in the United States, this new service resulted in longer lines rather than 
the intended shorter ones, more technological hurdles for the customer 
to manage and learn, technological glitches that required work-arounds 
(such as large format materials that could not be handled by the equip-
ment), and other such impediments to self-checkout being embraced by 
the very customers it was meant to please (DeJoice and Pongracz, 2000, 
pp. 5–8). Societally, this service came before the public was ready to “do 
the work themselves”—before the age of self-service. This age we now take 
for granted. It is marked by increasing numbers of services being provided 
where the customer actually does the “labor” him or herself and where the 
beneﬁts are described as timesaving or comfort producing. Examples of 
this abound. Supermarket self-checkout, banking, and airline check-in, for 
instance, are services in which customers are greatly involved in performing 
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the service themselves, and these are heralded as having some value to us. 
Typically this value has to do with the time saved or convenience, such as 
the location where the service can be accessed. Libraries could have man-
aged the aforementioned self-checkout innovation by engaging with the 
vendors in the design of the equipment as well as by observing customer 
behavior and then mapping their processes to the behavior rather than 
vice-versa. It may be that in the early 1980s when this innovation was ﬁrst 
introduced, customers were not ready to view themselves in a self-service 
mode.
 Patterns of customer behavior are dynamic guides to innovation po-
tential. The practice of observing customers’ information-seeking behav-
iors, for instance, is likely to yield information about where an innovation 
might really have value—thus increasing the likelihood that customers will 
embrace the innovation.
 Clearly, political context and societal readiness matter if innovation 
is to be accepted and utilized. Equally important, and part of the politics 
of innovation, is how the innovation is introduced. The tension between 
innovation and the status quo is such that innovation is often seen as dis-
ruption. In fact, Lawrence Lynn Jr. once deﬁned innovation as “an original 
disruptive act”(quoted in Light, 1998, p. xv). How disruption is conveyed 
and what the disruption actually signiﬁes in terms of a better experience 
for the customer will create the success or lack thereof of any innova-
tion. There is an inevitable push-pull aspect to the introduction of any 
change. People (and organizations) tend toward stasis and the comfort 
of the known. Hence, regardless of its value an innovation may be seen as 
highly disruptive. Libraries that communicate well with the customer will 
be able to manage the political and social elements of the change being 
introduced. Perhaps more importantly, libraries that are able to manage the 
relationship they have with the customer in an effective way will be better 
able to help that customer weather the disruption that the introduction of 
innovation produces.
 In order to manage the relationship as well as the communication 
with customers, libraries should understand the elements that are being 
disrupted by the innovation and those that are not. Often a change or dis-
ruption is seen as a sweeping event rather than something that alters some 
things while leaving others as they are. William Bridges, noted authority 
on the subject of change management, has said that the management of 
change is about two things: managing events and managing emotions about 
those events. Bridges states that it is as important to describe what is not 
changing as it is to describe what is changing (Bridges, 1991).
Barriers to Innovation
 Most organizations aspire to both create change and be innovative. 
During consulting trips to many organizations across the United States 
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and Canada, I have heard the senior leaders and staff of research libraries 
describe in both verbal and written form the desire to be innovative, and 
yet these organizations often freely describe the frustration of not achiev-
ing innovation at the level or volume they desire. What barriers prevent 
libraries from pursuing innovation on a natural and routine basis?
 One signiﬁcant factor relates to the mature nature of most library or-
ganizations. They are not start-up organizations, nor are they struggling to 
establish themselves. Mature or aging organizations generally have a much 
more difﬁcult time taking risks, experimenting, and creating innovation. 
Studies by Kim Cameron and Robert Quinn point to the changes an orga-
nization experiences as it ages. What is prized in a mature organization is 
not what is prized in a younger or developing organization (Cameron & 
Quinn, 1998).
 Mature organizations, by their very nature, seek to ensure continued 
stability and success through reliance on practices that have worked in the 
past. In addition, more mature organizations have built up deep cultures. 
There is a perception amongst many of these organizations that there is a 
great deal to be lost individually and collectively by engaging in practices 
with the potential to attract the attention of constituents and parent orga-
nizations. One director explained to me that he wished his organization 
would take risks and create new services—as long as it did not end up in a 
less than ﬂattering story on the front page of the local newspaper!
 A young organization—one that is still in a formative stage, establishing 
its raison d’etre, clarifying its values, and describing its clientele—may have 
more to lose in the short term, yet it is likely to take more risks, experiment 
a good deal, play fast and loose with ideas, and worry much less about or-
ganizational structure, policies, and rules. Because of these organizational 
culture elements, there is a likelihood that more innovation will occur more 
quickly in a younger organization simply due to the pressure to form an 
identity and a service and capture a piece of the customer’s attention. There 
is an improvisational aspect to the younger organization that the older or-
ganization does not have. The disadvantage for the younger organization 
is largely its lack of resources and a proven track record. A good example 
of the younger organization’s approach was seen in the early days of Apple 
Computer. The founders felt a passion for their innovations and products, 
were looking for their client base, were not interested in building policy, 
and were willing to take risks that the more mature IBM organization would 
have thought foolhardy or that would have been prevented outright by the 
company’s policies and procedures. Apple’s youthful ﬂexibility allowed 
the company to create in what is reported to be a ﬂuid and constant way. 
IBM, meanwhile, took a very measured approach to the production of a 
new product.
 Libraries, as a whole, tend to be mature organizations, and thus they 
have developed an ability to consistently replicate what they have been good 
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at doing in the past. This proves to be an immense hurdle to organizations 
seeking to become innovative. The leaders of some mature organizations 
have stated to me that their innovations occurred “in spite” of their organi-
zations. Such radical statements point to the ability of human imagination, 
ingenuity, and sheer passion to overcome existing structural and cultural 
limitations.
 Additionally, speciﬁc barriers to the practice of innovation have been 
pointed to by researchers such as Moss Kanter (2002) and Ulrich (2002): or-
ganizational stability, standards, expertise, performance-oriented cultures, 
and an adherence to certainty. While normally thought of as beneﬁcial 
characteristics, these play out in less than helpful ways when it comes to 
creating a climate conducive to innovation. When viewing barriers to in-
novation in action there is a clear tension between an accepted beneﬁcial 
practice—typically that which is known—and another desirable practice 
more likely to lead to innovation. The result is a set of dichotomies that are 
extremely interesting from an organizational development perspective. I 
now turn to the examination of ﬁve dichotomies.
Stability vs. Disturbance
 As stated above, most libraries are not young organizations. Their ma-
turity means that they have reached a level of stability not easily shaken. Bu-
reaucracies, policies, and procedures have essentially codiﬁed the library’s 
practices. To create innovation, however, an organization must be able both 
to respond to, and to self-induce, disturbance—even turbulence (Gryskie-
wicz, 1999). Innovation is born of new ideas, and often new ideas are seen 
as a disturbance to the accepted practice, the norm, or the tools of the 
successful past. For most people, disturbance does not typically correlate 
to effectiveness. As already mentioned above, much in a mature culture 
pushes against creating purposeful disturbance. Without disturbance to 
alter perspectives, mental models, and successful practices, innovation is 
unlikely to occur. Even a library’s long-held values—such as consistency, 
stability, and planning—that allow it to feel and behave conﬁdently in rela-
tion to its mission are, in fact, often in opposition to the values underlying 
disturbance, which have to do with the positive sides of change and the 
energy afforded by disruption (Cameron & Quinn, 1998).
Standards vs. Unknown Consequences or Patterns
 Libraries have succeeded in organizing information largely due to the 
creation of highly effective standards of practice and methods of manag-
ing knowledge and information. These standards can stand in the way of 
innovation simply by their very existence. Having created a successful “way 
of doing things,” library organizations may ﬁnd it is much more difﬁcult 
to imagine other ways of doing things even when environments change 
dramatically. A case in point is the relatively slow response in libraries to 
the appearance of metadata, the tagging of elements within text in order 
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to be able to search more deeply for information and correlations. Rather 
than leading the information ﬁeld in the innovative use of metadata, li-
braries ﬁnd themselves playing a catch-up game in order to use this tool. 
Consistently relied upon and successful ways of doing things stood in the 
way of recognizing and capitalizing on an opportunity for innovation.
Expertise vs. Play
 Professions are expert based. Librarians spend considerable amounts 
of time becoming competent as professionals, and libraries prize this ex-
pertise above all other characteristics when hiring and developing profes-
sional staff. Yet this very competence may present a barrier to innovation. 
Why? Experts are, by and large, most uncomfortable with being inexpert 
or unknowledgeable (Argyris, 1986; see also Argyris, 1991). In addition to 
this, experts consider themselves “serious” people and so are less likely to 
engage in “play” as a way of exploring serious subject matter. Because it 
taps our creative intelligence, play is critical to innovation. The creative act 
cannot occur without a good deal of play and experimentation (Goleman, 
Kaufman, & Ray, 1992). Additionally, organizational cultures of mature 
organizations are likely to value play in the workplace much less than do 
younger organizations. Eisenhardt describes the need for groups to develop 
collective intuition and points to play as a signiﬁcant factor in a group’s 
ability to develop this intuition: “These players, for example, develop their 
so-called intuition through experience. Through frequent play, they gain 
the ability to recognize and process information in patterns and blocks 
that form the basis of intuition. This patterned processing (what we term 
‘intuition’) is faster and more accurate than processing single pieces of 
information” (Eisenhardt, 2001, p. 90).
Performance vs. Practice
 Because they are expert based and service oriented, libraries develop 
“performance oriented” cultures unlikely to be amenable to “practicing” 
in real time with real customers. This essentially means that libraries have 
no practice ﬁelds. Practice ﬁelds allow individuals and groups to learn in a 
simulated, or safe, environment or in a real environment with the support 
of seasoned professionals as coaches and teachers. Even in the highly risky 
expert-based medical profession, the concept of practice ﬁelds—consider 
internships and residencies in teaching hospitals—is an honored and im-
portant one. In libraries, however, putting into play an experimental prac-
tice for a short time in order to learn is not common.
Certainty vs. Risk
 The ﬁnal and, in some ways, the most difﬁcult dichotomy is that of 
certainty versus risk. As an organization develops stability, certainty and 
consistent replicability of experience is prized above risk and uncertainty. 
In addition, mixed messages regarding the safety of engaging in risk-re-
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lated activities permeate many organizational cultures. Telling people to 
feel free to take risks, experiment, and make mistakes and then creating 
policies and procedures that purvey an opposite message creates an often 
unintended “fear of risk” climate. This unfortunate mixed message is not 
only a fundamental barrier to innovation; it can also create anxiety in an 
organization that draws energy away from creative and innovative work.
 While the dichotomies described above indicate why it is difﬁcult to 
create a culture of innovation, they by no means entirely prevent it. Inno-
vations do come forth under even the most conﬂicted situations, and they 
succeed because of a leader’s or a group’s ability to think strategically and 
to know and understand the world of strategy.
Strategy and Innovation: A Symbiotic Relationship
 Innovation without the development of strategy leads to unimple-
mentable innovations, innovations that are misunderstood by the custom-
ers, or innovations that are ill-timed and insensitive to the milieu in which 
the customer lives. If innovation is about creating public value and customer 
success, strategy creation is about information gathering in relation to the 
environment (trend information, customer pattern information, customer 
need and readiness information, etc.). It is about assessing the political 
landscape and choosing where to put energy and effort (resources). Most 
importantly, it is about the generation of a multiplicity of perspectives; in 
effect, strategy creation is about deciding how, when, and where to innovate 
and for whom.
 Organizations that create strategic plans that build on the past are not 
engaged in strategy creation; they are engaged in writing plans to describe 
short-term aspirations and possibly only describing tactics related to what 
has been, what is, and what will be in internally focused ways. Instead, the 
practice of strategy creation must tap collective intuition, creativity, and 
knowledge to develop the “new” at precisely the right moment.
 This requires much more ﬁnesse and skill than agreeing on a number 
of goals and objectives for the next two years. Gary Hamel, strategy inno-
vation guru, states that “The essential problem in organizations today is a 
failure to distinguish planning from strategizing.” In this context strategizing 
is critical to leading innovation (Hamel, 1996, p. 71).
 While goals and objectives are important, more signiﬁcant importance 
lies in the area of developing the capacity for strategic thinking, mental 
model busting, and risk taking. Strategy creation means generating thou-
sands of ideas and possibilities, not just a few. Developing the capacity 
for strategic thinking at the individual, group, and organizational level 
requires creating a means for people to talk about what they observe, to 
explore how this maps to the environment and, most importantly, to talk 
about possibilities. Gary Hamel cites the need to create powerful internal 
constituencies for “what could be” (Hamel, 2003). These new “what could 
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be” constituencies would match and even compete with the already power-
ful internal constituencies focused on “what is.”
 Markides points out that uniqueness is transitory and that, while an 
organization might ﬁnd a unique strategic position at any given moment, 
this position will not last as the environment changes, competition appears, 
and customers change. Libraries understand that they are, indeed, in com-
petition with others for the attention of users as well as for resources to 
create customer solutions. Thus, libraries must also be willing to abandon 
successful approaches in order to search for and test new and innovative 
strategies (Cusumano & Markides, 2001).
Implications for Organizational Development
 Organizational development (OD) professionals in libraries and in the 
consulting organizations that serve libraries can assist libraries in discover-
ing what they need to do to become more strategically innovative. From 
an OD perspective, organizations seeking to understand their innovation 
practices and strategy skills more clearly should undertake the following:
• organizational assessment (develop an organizational baseline)
• develop a dialogue about innovation and strategy
• invest in organizational learning and teach staff to be innovative strategic 
thinkers
• develop organizational systems that support the work of innovators and 
strategic thinkers throughout the organization
These four areas for organizational development work are described more 
fully below.
Benchmarking the Organization
 Developing a baseline for the organization is an important ﬁrst step 
in assessing areas for development. This baseline describes patterns of 
organizational behavior across multiple measures. One method for doing 
this is the organizational climate assessment—typically a survey instrument 
that allows the institution to see organizational behavior as measured across 
speciﬁc indicators. This tool can yield important information about how 
staff feels in terms of the ability to take risks, etc. Such a census needs a 
rationale and context in order to be taken seriously. The beneﬁts of taking 
“the pulse” of the organization are multiple. The organization will have a 
snapshot of the climate at one moment in time, providing a platform for 
departure and for designing learning. In addition members of the organi-
zation will have data and a common language to discuss what is needed to 
make the organization more future oriented, more innovation oriented, 
and more satisfying for members.
 One very strong research-based instrument is the Campbell Organiza-
tion Survey (COS). The COS was developed by David P. Campbell, Smith-
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Richardson Senior Research Fellow at the Center for Creative Leadership 
and a noted authority on assessment instruments. This instrument measures 
organizational satisfaction across seventeen indicators: the work itself, work-
ing conditions, level of stress, coworkers, diversity, supervision, top leader-
ship, pay, beneﬁts, job security, promotions, feedback, planning, ethics, 
quality, innovation, and general contentment. Either a sample is taken or 
the entire staff responds to the instrument. Results are charted in relation 
to the normative research data gathered by Campbell. This baseline can 
then be used to determine areas for growth and development and areas 
for celebration. The COS has been used in a few research libraries in the 
United States and Canada and has been widely used in higher education 
in general (Campbell, 1994).
 Another assessment instrument, KEYS to Creativity, also developed by 
the Center for Creative Leadership in collaboration with Harvard University 
professor Teresa Amabile, focuses speciﬁcally on assessing management 
practices that support or inhibit the climate for creativity and innovation 
in an organization. Measures include organizational encouragement, su-
pervisory encouragement, work group supports, sufﬁcient resources, chal-
lenging work, freedom, organizational impediments, and workload pressure 
(Center for Creative Leadership, 1995). I do not know of any library that 
has used this assessment tool; however, it is possible that it would be of great 
interest to nonproﬁt organizations given their increasing need to do more 
with less—that is, to be creative and innovative.
 Information gleaned from such instruments can be looked at in the 
context of other knowledge about the organization in order to develop a 
set of organizational and individual learning needs and growth plans. For 
instance, questions such as the following could be generated: do members 
of the organization need to learn more about creativity tools; does staff need 
to learn more about strategy creation and strategic thinking; do staff need 
customer-in thinking training or risk-taking help; does the organization 
spend more time maintaining internal systems than creating external solu-
tions; and so on. An organization seeking to engage in strategic innovation 
needs to understand how it learns what it learns. Paying close attention to 
and pointing out organizational learning is something that all members of 
the organization can learn to do with the assistance of revealing data such 
as is made possible through the use of assessment instruments.
Developing an Organizational Dialogue
 One of the most important activities an organization can engage in 
is the creation of multiple organizational dialogues. In the words of Wil-
liam Isaacs, “dialogue is a conversation in which people think together in 
relationship. Thinking together implies that you no longer take your own 
position as ﬁnal. You relax your grip on certainty and listen to the possibili-
ties that result simply from being in relationship with others—possibilities 
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that might not otherwise have occurred” (Isaacs, 1999, p. 19). The purpose 
of dialogues is to surface ideas, to explore perceptions and assumptions, 
to forge understanding, and, hopefully, to develop the ability for powerful 
collective insight. Dialogue requires members of an organization, depart-
ment, or team to suspend the need for decision and/or closure in order 
to make room for a fuller exploration of a speciﬁc topic. For instance, a 
working group or team might choose to conduct a dialogue session to 
explore a topic such as the model used by the library to deliver reference 
services. The dialogue would not be conducted in order to make a decision 
but rather to better understand the group’s assumptions and knowledge 
of their perceptions about the way they deliver reference services. This 
enlightening activity, while uncomfortable and counterintuitive to many 
groups, often yields information that can be used later on to make effec-
tive decisions. The OD or human resources professional needs training 
in facilitating dialogue of this kind because it differs from other types of 
meetings that are often facilitated (such as management meetings, retreats, 
and so forth).
Investing in Organizational Learning
 Organizational learning, a concept ﬁrst developed by Chris Argyris 
and Donald Schön and more recently developed into a set of tools and 
practices by Peter Senge, refers to a set of practices useful to organizations 
in developing the ability to learn and to know how they learn. (Argyris & 
Schön 1978, 1996; Senge, 1990) Practices such as the exploration of mental 
models—the understanding of the “deeply held internal images of how 
the world works” (Senge, 1990, p. 174)—and the testing of assumptions 
are crucial to the creation of innovations. Organizational learning also 
implies the freedom to take risks, to practice and experiment, and to make 
mistakes. Allowing play as part of learning is also fundamental to ﬁnding 
innovation potential.
 Staff development in the areas of strategic thinking and creativity and 
innovation are as critical to the organization’s success as are the fundamen-
tal functional skills. Investment in the area of strategic thinking will pay 
off when members of the organization are able to recognize causal rela-
tionships between their assumptions or actions and the behaviors of their 
customers, just to name one important beneﬁt. No amount of functional 
expertise and skill is useful if the customers of libraries turn elsewhere to get 
what they need rather than ﬁnding the innovations at the library. Investing 
in technical or functional expertise at the expense of investing in broader, 
organization-spanning skills is shortsighted. Staff need skill development 
in creativity tools, the process of innovation, and strategic thinking and 
strategy in general. These skills will help the organization focus on its mis-
sion in the most dynamic way possible regardless of external environmental 
factors.
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 Hamel has said, “Radical innovation comes from generating a col-
lective sense of destiny, from unleashing the imagination of people 
across the organization and teaching people how to see unconventional 
opportunities”(Hamel, 2003, p. 3). What more powerful concept is there 
than the idea of “generating a collective sense of destiny?” We have seen 
how the public sector has utilized this energy to put new and innovative 
products in our hands. For example, consider Nokia’s industry-changing 
personalization of the cellular phone; everyone at Nokia had to embrace 
this humanization of the tool in order to create the variety of options they 
have produced. In the same way, the nonproﬁt organization can produce 
an inspiring, driving set of themes or foci in order to unleash the imagina-
tion and creative energy of staff.
Developing Organizational Systems that Support Innovation
 The OD or human resources professional can help senior leadership de-
sign organizational systems that support and encourage innovative thinking 
and radical ideas. In some cases this may mean looking at the organization’s 
culture and considering what the impediments to strategic innovation might 
be and how those impediments might be removed. Ironically it takes cre-
ative and innovative thought to develop internal mechanisms and systems 
that support creativity and innovation. Organizational leaders willing to 
abandon the safety of the now and the known in order to realistically be 
able to say they are willing to see people make mistakes on the road to in-
novation will be repaid through a higher level of commitment and energy 
throughout the organization. The OD specialist can certainly help senior 
leadership in creating a learning climate that fosters risk taking and engage-
ment of the external environment.
Conclusion
 Innovation and strategic thinking are critical to any organization’s fu-
ture and have direct correlations to the organization’s mission and purpose. 
The development of methods for reducing barriers as well as increasing 
staff conﬁdence, commitment, and skill levels is important if libraries are 
to become truly innovative. Understanding customer readiness and need 
as well as patterns of behavior can afford perspectives on where, how, and 
when an innovation might suit an organization.
 The research on innovation and strategy shows that skills and abilities 
in these areas can be learned and applied. Indeed, libraries, such as the 
University of Arizona and Los Alamos National Laboratory Library, among 
numerous others, are engaged in learning and applying these skills and 
are doing so effectively. The experience of these libraries proves that it is 
possible to create space and energy for innovation through understand-
ing organizational cultures better and through reinforcing organizational 
learning, risk taking, and strategic thinking.
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 As the late biologist Stephen Jay Gould expressed it, “Sometimes we 
do things that are not maximally efﬁcient because they have human value” 
(Gould, 2002, p. 25). This is the reason for strategic innovation in the 
nonproﬁt world. Libraries create public value, but they must advance with 
their environments to continue to do so in a way that is valued by the pub-
lic. Innovation and strategic thinking are the ways in which they can be 
clearly user oriented and customer driven, to use two hackneyed but very 
meaningful terms. Libraries create successful magic and learning; in order 
to innovate for the customer’s sake, however, it might mean forsaking some 
efﬁciencies.
 Library leaders, particularly senior leaders, have a responsibility to serve 
the organization by encouraging a less static, more ﬂexible environment. 
Additionally, leaders need to help stabilize the climate when the organi-
zation is deeply engaged in producing a disruptive innovation—that is, 
creating excitement and conﬁdence at the same time in order to support 
staff in their efforts.
 The development of leaders throughout libraries at all levels begins 
with the education they receive before they arrive at their ﬁrst professional 
position: schools of library and information science also have a role to play 
in the development of strategic thinking skills and the understanding of 
how library organizations function and succeed.
 Innovative acts are brave and courageous acts, and library staff needs 
to feel that these acts are worthwhile as well as worthy of the effort that 
goes into them. To create climates that encourage strategic innovation is 
to prepare an organization for the future as well as to meet the present.
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Abstract
Theorists have suggested that organizational culture is a stra-
tegic resource that has value in ensuring the continuing existence and 
success of organizations (Michalisin, Smith, & Kline, 1997; Barney, 1986, 
1991; Hult, Ketchen, & Nichols, 2002; Gordon, 1985). This assertion is sup-
ported by various studies that have linked organizational culture to broad 
strategic outcomes such as an organization’s ability to manage knowledge 
(Davenport, Long, & Beers, 1998; Storck & Hill, 2000), innovation capabil-
ity (Hauser, 1998), and strategic management of information technology 
(Kaarst-Brown & Robey, 1999; Reich & Benbasat, 2000; Schein, 1985). Based 
on this research, we suggest that there are characteristics of organizational 
cultures in information-based organizations that lead to increased collabo-
ration, collegiality, and organizational effectiveness.
 The present article explores these characteristics and examines whether 
organizational culture can be leveraged as a strategic asset to attract staff, 
create favorable assessments by administrators and funders, and cast library 
institutions in a positive light for independent media and accreditation bod-
ies. We believe that identiﬁcation of those characteristics of organizational 
cultures that are uniquely relevant to the growth and success of libraries 
can provide current and future library leaders with guidance, models, and 
intellectual resources to enhance personal and organizational success.
 To begin, we provide an overview of the concept of organizational 
culture, before exploring in more detail the competing values framework 
(CVF) as a lens though which to view library cultures. We then apply the 
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key characteristics of the CVF to four prototypical library settings, before 
presenting our conclusions.
A Framework for Understanding Organizational 
Culture
Organizational Culture
 The study of culture is speciﬁcally relevant to libraries because there 
has been signiﬁcant restructuring of these institutions, particularly with 
respect to the span and scope of services offered. While there are several 
popular meanings attributed to the term “culture,” it is generally agreed 
in organizational research that culture is reﬂected in the practices, values, 
beliefs, and underlying assumptions of formal and informal groups (Frost, 
Moore, Louis, Lundberg, & Martin, 1991; Quinn & Rohrbaugh, 1981, 1983; 
Schein, 1985). Schein’s (1985) summarized deﬁnition follows:
“Culture”: a pattern of basic assumptions—invented, discovered, or 
developed by a given group as it learns to cope with its problems of 
external adaptation and internal integration--that has worked well 
enough to be considered valid and, therefore, to be taught to new 
members as the correct way to perceive, think, and feel in relation to 
those problems. (Schein, 1985, p. 9)
 Schein goes on to express his view that culture is a learned product of 
group experience. Culture is found, therefore, where there is a deﬁnable 
group with a signiﬁcant history, regardless of the structural level of analysis. 
An organization’s culture is initially formed as a result of early experiences 
and the inﬂuence of early leaders. Over time, assumptions about how to 
operate become so implicitly imbedded in the underlying assumptions of 
action that they are difﬁcult, if not impossible, to articulate. Libraries and 
other social institutions with centuries—and even millenniums—of his-
tory are subject to inﬂuences that go back far beyond the lifespan of their 
members. Paradoxically, despite the ephemeral nature of organizational 
culture, it is something to which newcomers become socialized, either di-
rectly through various artifacts such as the processes, rituals, and structures 
of the organization, or indirectly through espoused values and beliefs, 
language, and myths about past victories or failures (Louis, 1990).
 Libraries play an important role in society. This role is increasingly 
challenged, however, in both private and government funding circles. Many 
corporate libraries did not survive the downsizing and cost cutting of the 
1990s. The current decade has seen several large state libraries in the United 
States face substantial funding cuts and even threats of closure. We posit 
that it would be beneﬁcial for libraries to understand the strengths of the 
underlying culture as well as the weaknesses. Doing so can assist libraries 
in adapting their action plans to address an increasingly volatile external 
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environment without losing the cultural values they hold as important to 
their identity and strategic strengths.
 Diagnosing cultural characteristics is challenging. Schein (1985) argues 
that there are three levels to culture that interact: artifacts and creations, 
values, and basic assumptions (see Figure 1).
 Schein’s level one, artifacts and creations, is the most visible level of cul-
ture because it is the constructed physical and social environment, including 
the language. The language of librarianship is always changing, the latest 
changes resulting from the advent of online searches, digital reference 
resources, and Internet databases, to name a few. In addition, the technol-
ogy of most libraries has shifted from book-lined shelves and card catalogs 
to computer networks and multimedia resources. Many of the artifacts of 
libraries are a blending of old and new. Although technology is included 
at this level, Schein’s interpretation of artifacts is “the physical output of 
the group” rather than any reference to information technology itself. He 
stresses that, although insiders may not be aware of their own artifacts, they 
are observable to others. To develop understanding at this level, one can 
“attempt to analyze the central values that provide the day-to-day operat-
ing principles by which the members of the culture guide their behavior” 
(Schein, 1985, p. 15).
 Level two focuses on values. Although this cultural level can provide 
insights into what insiders view as the should’s of the organization or unit, 
there can be conﬂicting interpretation of what the organizational values 
are. Schein (1985) indicates that if leaders communicate their values, and 
these values lead to success, then a process of cognitive transformation 
takes place. This process results in beliefs and then assumptions that are 
Figure 1: Levels of Culture and their Interaction 
Artifacts and Creations
Technology Visible but often not decipherable
Art
Visible and Audible Behavior Patterns 
Values
Testable in the physical environment Greater level of awareness
Testable only by social consensus
Basic Assumptions
Relationship to environment Taken for Granted
Nature of reality, time and space Invisible
Nature of human nature Preconscious
Nature of human activity
Nature of human relationships
Note. Adapted from Organizational Culture and Leadership (p.14), by E. H. Schein, 1985, 
San Francisco: Jossey-Bass.
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unconscious and automatic. He further suggests that many values remain 
conscious, explicitly articulated, and form the normative guiding principles 
for groups. A library’s mission statement expressing principles of “user-
friendly systems and fast, ﬂexible service” is an example of this. Schein cau-
tions that there can be a difference between deeper underlying assumptions 
and “espoused values,” which reﬂect either rationalizations or aspirations 
for the future (Schein, 1985).
 Schein’s level three, basic assumptions, is equated to Argyris and Schön’s 
(1978) “theories-in-use.” Basic assumptions may be so implicit, taken for 
granted, and unconscious that surfacing them can require intensive in-
terviewing and observation. “Yet when we do surface them, the cultural 
pattern suddenly clariﬁes and we begin to feel that we really understand 
what is going on and why” (Schein, 1985, p. 21).
 Another aspect of cultural theory that appears particularly relevant 
to libraries is the concept of dominant or unitary organizational cultures 
versus subcultures that coexist with varying degrees of harmony or conﬂict 
(Deal & Kennedy, 1982; Gregory, 1983; Martin, 1992). Deal and Kennedy 
(1982) were among the earliest authors to propose an integrated perspec-
tive of culture, identifying four distinct cultural patterns based on primary 
dimensions of risk-taking orientation and the speed/availability of feed-
back on actions. They proposed that the rituals, heroes, and practices of 
a dominant culture created a lack of legitimacy for alternative courses of 
action or cultural views. These early lessons learned about innovation and 
culture are important, and they argued that unless an organization already 
possessed a risk-taking, innovative quality in its culture, it would be difﬁcult 
to engender it due to cultural resistance.
 Libraries are often viewed through a stereotypical lens that might sug-
gest the idea of a single, dominant, or strong culture; however, there is a 
large body of literature (Frost, et al. 1991; Kaarst-Brown & Robey, 1999; 
Martin, 1992; Meyerson & Martin, 1987) in other occupational domains 
that support multicultural frameworks. In particular, Martin’s (1992) view 
of unitary, differentiated, or fragmented organizational culture might pro-
vide insights to understanding the subcultures that may exist in academic 
libraries that are governed by both tenured librarians and unionized staff, 
as compared to those that serve business, not for proﬁt, or governmental 
parent organizations. As an example, the unitary or integrationist view of cul-
ture focuses on an orientation to organization-wide consensus, consistency 
in cultural artifacts, and little if any cultural ambiguity. The differentiated 
view of organizational culture seeks subcultural consensus, may exhibit some 
inconsistency in its cultural artifacts, and tends to channel ambiguity outside 
of the main subculture. The view of organizational culture as fragmented 
reﬂects the challenges of achieving cultural consensus and exhibits a high 
level of acknowledgement and acceptance of cultural ambiguity. In the 
fragmented organizational culture, the cultural artifacts are neither clearly 
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consistent nor inconsistent, and newcomers or outsiders may have difﬁculty 
discerning a dominant culture other than the fact that great cultural diversity 
coexists (Frost, et al, 1991; Brown, 1995; Martin, 1992).
 As noted by Sackmann (1991, 1992), occupational culture is in part de-
termined by specialized training and knowledge sets. In addition to deﬁning 
occupational boundaries, cultural knowledge can also deﬁne boundaries of 
afﬁliation, create barriers, or facilitate interaction and cooperation. As an 
example, occupational language and rituals associated with specialty ﬁelds 
such as medicine, library science, accounting, and others create bonds 
between those who share them and may exclude those who do not have 
knowledge of them. Lack of common cultural knowledge may negatively 
impact organizations because communication requires a common language 
about the business, as well as cultural commonality that underscores shared 
meaning (Barley, 1991; Sackmann, 1991, 1992; Schein, 1985, 1991; Smircich 
& Morgan, 1982).
 A variety of strategies exist for understanding the cultures of organiza-
tions. For example, “The Balanced Scorecard,” an instrument developed by 
Kaplan and Norton (1992) that focuses on performance criteria, is gaining 
wide popularity in private institutions. It puts strategy and vision, rather 
than control, at the center of management. It also includes innovation and 
learning as one of the four key indicator groups of success, the others be-
ing ﬁnancial measures, operational measures on customer satisfaction, and 
measures on internal processes. It looks at organizations from the perspec-
tive of the customer, the shareholder, and identiﬁes what the organization 
excels at, while also analyzing whether it can continue to improve and create 
value (Kaplan & Norton, 1992). This strategy also is consistent with earlier 
ﬁndings by Deal and Kennedy (1982) on the relationship between cultural 
values and innovation orientation. Skyrme and Amidon (1998) provide 
evidence of ﬁrms, such as British Petroleum and Price Waterhouse, that 
measure innovation in terms of reduced cycle time, improved virtual team-
work to solve company problems more rapidly, and better ability to bring the 
best expertise to resolve customer problems. While these outcomes might 
be viewed as “softer” than economic measures, it is accepted that not all 
outcomes or strategic projects (such as knowledge management or cultural 
change) can be measured in ﬁnancial terms (Skyrme & Amidon, 1998).
The Competing Values Framework as a Cultural Lens
 To surface deep, underlying assumptions as proposed by Schein is an 
extensive, costly, and often time-consuming process that is far more than 
most small or large libraries would like to pursue. The competing values 
framework (CVF) (Quinn & Rohrbaugh, 1981, 1983; Quinn & Kimberly, 
1984; Cameron & Quinn, 1999) provides a validated and focused method 
that is consistent with Schein’s advice to analyze the central values of the 
organization. By considering both the cultural values in place and compar-
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ing them to those preferred, the CVF similarly allows a comparison of the 
“should’s” with the desired state. Quinn and Rohrbaugh (1981, 1983) and 
Cameron and Quinn (1999) assert that the CVF is one strategy for exam-
ining the characteristics of an organizational culture that may impact its 
organizational effectiveness and success.
 The CVF proposes that organizations reﬂect one or more of four 
cultural types: (a) clan, (b) hierarchy, (c) adhocracy, and (d) market. 
Before exploring these cultural types in more detail, we would like to 
brieﬂy explain the basis for their development and deﬁnition. Quinn and 
Rohrbaugh (1981, 1983) developed the CVF framework from thirty indices 
measuring organizational effectiveness identiﬁed through a major review 
of the literature. Two independent panels were asked to reduce and or-
ganize the list of criteria in a two-stage process by applying four decision 
rules. Criteria were ﬁrst eliminated if they were not at the organizational 
level of analysis, if they were not a singular index but a composite of sev-
eral criteria, if they were not a construct but an operationalization, and 
if they were not a criterion of organizational performance. Two major 
dimensions and four main clusters emerged after the thirty indicators 
were submitted to a statistical multivariate ordering process. Through the 
use of multidimensional scaling, the most prominent criteria were located 
graphically on a three-dimensional spatial model, resulting in dimensions 
of organizational effectiveness that form the basis for delineating the four 
cultural types.
 The ﬁrst dimension of organizational effectiveness distinguishes criteria 
that stress ﬂexibility, discretion, and dynamism from criteria that emphasize 
stability, order, and control. This means some organizations are effective 
when they are changing, adaptable, and organic, while others are effective 
when they are stable, predictable, and mechanistic. The second dimension 
discriminates between criteria that emphasize an internal orientation, in-
tegration, and unity from criteria that highlight an external orientation, 
differentiation, and rivalry. For example, some organizations are effective 
when they have a uniﬁed, congenial, internal culture, while others are per-
ceived as effective when their culture emphasizes competition with others. 
The third dimension is reﬂective of the means-ends continuum that repre-
sents the contrast between organizational concerns for ends versus concerns 
for means (Cameron & Quinn, 1999, pp. 30–31; Faerman, 1993).
 Based on these three dimensions, the Organizational Culture Assess-
ment Instrument (OCAI) was developed to diagnose six key aspects of 
organizational cultures or “cultural subsystems” (Cameron & Quinn, 1999). 
These subsystems are integrated by the CVF framework into the four theo-
retical culture types or archetypes of organizational effectiveness noted 
above. The four culture types are brieﬂy described below in Figure 2. The 
OCAI permits organizations to easily analyze their current and preferred 
culture types using the main dimensions described above.
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 The characteristics used to classify cultural types result in an informa-
tive organizational proﬁle based on current perceptions and desired pref-
erences related to six “cultural subsystems” apparent at every institution. 
These criteria include:
(1) Dominant organizational characteristics, which identify whether an orga-
nization is
 a) A very personal place like a family
 b) Entrepreneurial and risk taking
 c) Competitive and achievement oriented
 d) Controlled and structured
(2) Leadership style, which can be described as
 a) Mentoring, facilitating, or nurturing
 b) Entrepreneurial, innovative, or risk taking
 c) No-nonsense, aggressive, results oriented
 d) Coordinating, organizing, efﬁciency oriented
(3) Management of employees, which emphasizes
 a) Teamwork, consensus, and participation
 b) Individual risk taking, innovation, freedom, and uniqueness
 c) Competitiveness and achievement
 d) Security, conformity, predictability
(4) Organizational glue, consisting of
 a) Loyalty and mutual trust
 b) Commitment to innovation and development
Figure 2: The Four Culture-Archetypes of the Competing Values Framework
Note. Adapted from Diagnosing and Changing Organizational Culture: Based on the Com-
peting Values Framework, by K. S. Cameron & R. E. Quinn, 1999, Reading, MA: Addison-
Wesley.
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 c) Emphasis on achievement and goal accomplishment
 d) Formal rules and policies
(5) Strategic emphasis on
 a) Human development, high trust, openness
 b) Acquisition of resources and creating new challenges
 c) Competitive actions and winning
 d) Permanence and stability
(6) Criteria for success, deﬁned as
 a) Development of human resources, teamwork, and concern for 
people
 b) Having the most unique and newest products and services
 c) Winning in the marketplace and outpacing the competition
 d) Dependable, efﬁcient, and low cost
These dimensions allow us to extend the settings in which the CVF frame-
work has been applied to library institutions. For example, in applying the 
CVF framework to libraries and thinking about strategic emphasis, one 
might try to imagine any one institution as a mixture of one or more of 
the following dominant characteristics:
• This library emphasizes human development. High trust, openness, and 
participation persist. (Clan-oriented)
• This library emphasizes acquiring new resources and creating new chal-
lenges. Trying new things and prospecting for opportunities are valued. 
(Adhocracy-oriented)
• This library emphasizes competitive actions and achievement. Hitting 
stretch targets and winning points in our community are dominant. 
(Market-oriented)
• This library emphasizes permanence and stability. Efﬁciency, control, 
and smooth operations are important. (Hierarchy-oriented)
 As these statements and the prior literature suggest, few institutions 
exist that represent a pure form of a single culture. At the same time, how-
ever, many leaders and staff members of library institutions would prob-
ably ﬁnd that a few of these statements ﬁt their organizations quite well, 
while other statements ﬁt poorly. The CVF framework provides a basis for 
understanding the prevailing cultural conditions at an organization while 
simultaneously revealing whether conﬂicts exist between the apparent cul-
tural values of leaders and managers and those enacted daily by staff and 
other stakeholders.
 The following section reviews some of the key ﬁndings from CVF re-
search that helped us further explore the strategic value of this model for 
library institutions.
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Review of CVF Findings Relevant to Libraries
 Several advantages accrue from using the CVF framework as a basis for 
examining the cultures of libraries. These include the fact that the CVF 
framework has been empirically validated in a variety of settings (Buenger, 
Daft, Conlon, & Austin, 1996; Goodman, Zammuto, & Gifford, 2001; Hooi-
jberg & Petrock, 1993; Kalliath, Bluedorn, & Gillespie, 1999; Varner, 1996) 
and provides a body of empirical literature from which lessons can be 
learned in related contexts. The CVF has been applied and validated in 
both public and private organizations and in cross-cultural studies involv-
ing multiple countries. The competing values types have been linked to 
learning orientation (Berrio, 1999), quality of working life—including 
turnover, job satisfaction, empowerment, and job involvement (Goodman 
et al., 2001)—and as an aid in managing organizational change in libraries 
(Faerman, 1993). Sendelbach similarly found that organizations could use 
the CVF “as a common construct for examining different, complex issues 
and processes” (1993, p. 76).
 Dellana and Hauser (1999) found that the CVF could be linked to 
speciﬁc criteria for the widely prized Malcolm Baldrige National Quality 
Award for excellence in practices, identifying that “higher Baldrige scores 
tend to be signiﬁcantly related to the adhocracy and group (clan) cultural 
types” (p. 11). Criteria for the award consist of seven categories, including 
leadership, information and analysis, strategic quality planning, human 
resource development and management, management of process quality 
and operational results, and customer focus and satisfaction (NIST, 1994). 
The framework proposed can also provide indications of overall satisfac-
tion with existing cultural archetypes versus preferred cultural archetypes 
(Cameron & Quinn, 1999; Varner, 1996).
 One of the insights for libraries in terms of culture as a strategic re-
source is the ﬁnding that certain CVF cultural types may be more desired 
by employees. Despite cuts in funding and the related downsizing of many 
libraries, there is always a need to attract and retain valued employees. 
We cannot generalize and say that good people will ﬁnd work anywhere, 
but when the going gets tough, as it has in many library settings, the best 
people can more easily ﬁnd employment elsewhere (Blair, 2000; Helfer, 
1998; MacLeod, Gray, & Freidenrich, 1997; Quint, 1999). Research on the 
four cultural types offers some useful insights into attracting and retaining 
quality people in even more challenging settings than libraries.
 Goodman, Zammuto, and Gifford (2001) studied 276 nurses in hospital 
settings and found that the group-oriented clan culture was positively cor-
related with organizational commitment, job involvement, empowerment, 
and job satisfaction. As can be expected, under these conditions turnover 
intentions were low. They similarly found support for lower organizational 
commitment, job involvement, empowerment, and satisfaction in hierarchy 
cultures. They also found, however, that control-ﬂexibility elements of the 
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competing values framework were more important than the internal-ex-
ternal elements.
 While testing the value of the competing values framework in public, 
not-for-proﬁt university setting, Berrio (1999) sought to understand the 
best way to achieve Senge’s (1990) goal of becoming an effective learning 
organization.1 He found that to become a more effective and efﬁcient 
learning organization the organization as a whole also needed to develop 
a stronger clan culture. The clan culture values would provide a more sup-
portive environment for innovation and risk taking in a traditionally stable, 
non-risk-taking environment. One might hypothesize that a library would 
need to be more market oriented, but this might not be the case. This again 
supports the value of understanding the key characteristics, strengths, and 
weaknesses of libraries’ existing cultures if they are to adapt and succeed 
in today’s more volatile environment.
 One example of the beneﬁts of cultural understanding for libraries is 
found in a study by Varner (1996). Varner used the CVF to diagnose the 
culture of an academic library as a means of understanding how new action 
strategies could be developed. A questionnaire based on the competing 
values framework was used to survey staff and faculty, thereby providing a 
proﬁle of the library’s overall organizational culture and its subcultures. 
One of the advantages was that using the CVF provided the library with 
insights into their operations in a way that was not focused on deﬁciencies or 
problems. Rather, the library found that the results provided opportunities 
for dialogue around current strategies, changes in their environment, and 
how new approaches might compete with existing ones but could produce 
positive new directions.
 Buenger, Daft, Conlon, and Austin (1996) found that an organization’s 
value set is particularly predictable based on contextual values, meaning 
that value sets differ from unit to unit. Certain patterns of values appear 
to exist within particular environmental and technological contexts, and 
these values further inﬂuence how an organization is structured. With the 
emerging challenges of new technology and increased private competition, 
as well as new structural forms such as digital libraries, libraries are not only 
facing increasingly dynamic contextual inﬂuences on their cultural values, 
but these values may be in conﬂict with the traditional structures. While one 
interpretation is an increase in cultural conﬂict, an alternative view, based 
on application of the competing values framework, found that all four of the 
cultural types could coexist among different groups within an organization. 
As an example, in a study of 141 randomly selected companies, ﬁrms tended 
to have a mix of two to four of the cultural types (Al-Khalifa & Aspinwall, 
2001). This raises the question of differentiation or fragmentation of library 
cultures and an increased need to manage potentially competing cultural 
value sets if libraries are to retain professionally diverse and skilled staff 
and still meet the needs of their constituents.
43kaarst-brown et al./organizational cultures
 Although most members of the public probably think of libraries as the 
little brick building in the heart of their community or the big brick build-
ing in the center of a campus, these notions greatly oversimplify the types 
and missions of libraries found today. Most large commercial organizations 
have dedicated in-house library operations, as do schools, nongovernmental 
organizations, and local, state, and federal government agencies. With the 
increasing use of the Internet and the World Wide Web, digital libraries have 
burgeoned, and these serve a huge variety of different user audiences. For 
example, a library’s constituency may include people interested in health 
and medicine, industry and world news, law, and business. In this increasingly 
competitive environment, a library’s organizational culture indeed might 
become the strategic advantage when competing with other stakeholders 
for dwindling resources by offering innovative, specialized, and value-added 
services to their customers. Examples are document delivery, digitization 
of older materials, instruction in search strategies for speciﬁc academic 
research, and veriﬁcation of authenticity of sources, to name just a few.
 In the following section, we apply the competing values framework to 
several common library types to further explore the strategic insights to be 
gained.
Seeking a Match between Mission and Culture:  
An Application of the CVF to Several Prototypical 
Library Types
 Although we cannot hope to cover all of the types of libraries, in this 
section we apply the main concepts of the competing values framework to 
four prototypical library types: academic libraries, public libraries, small 
institutional libraries, and the emerging digital library. These libraries will 
be discussed using the six dimensions of the Organizational Culture As-
sessment Instrument developed by Cameron & Quinn (1999): dominant 
characteristics of the organization, organizational leadership, management 
of employees, organizational glue, strategic emphases, and criteria of suc-
cess. As a caveat, it must be mentioned that this exploration is based on 
generalizations. Therefore, individual libraries should use these descrip-
tions as templates that can be adjusted to ﬁt their own situation in order 
to better understand their organization.
Academic Libraries
 Academic libraries are part of universities or colleges, and thus many 
of the organizational components of them are based on organizational 
aspects of higher education institutions. Because of this, academic librar-
ies tend to be the most formal library organizations among the traditional 
library types, at least on the macro level. Traditionally these libraries were 
departmentalized and tended to be heavily structured, although individual 
departments may have been fairly ﬂat.
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 In the past there were at least two levels of leadership in academic 
libraries—departmental managers and library administration. The depart-
mental managers were usually librarians with considerable experience who 
were entrusted with developing and managing the policies within their de-
partment. Therefore, while they were responsible for the success of their 
department, they were given wide latitude as to how that success could be 
accomplished. Universities have a signiﬁcant split in stafﬁng between the 
faculty and staff. Since many academic libraries mirror the stafﬁng levels of 
their parent organization, this encourages the professional/paraprofessional 
split in the library. This encouragement may be formalized through mem-
bership for one or both groups—librarians may be able to achieve tenure, 
and paraprofessionals may be unionized. Many times the result has been 
a segregated policy structure; librarians make decisions based upon their 
professional expertise, while those in staff roles follow structured policies.
 Customarily, the organization is held together in several ways. In most 
cases the staff has pride in and loyalty for the institution, as school spirit 
can bring together the library staff around athletic events and other events, 
such as graduation. In addition, the managers were tasked with managing 
conﬂict in their department, leaving the interdepartmental struggles to 
the senior management and administration.
 As in the past, the strategic emphasis of the academic library is multi-
faceted, but the primary mission is to ensure that the needs of the students 
and faculty are met. Therefore, exploration of new services and evolution of 
current services are limited by the library’s responsibility to the community. 
Change happens slowly because of the academic environment and often 
meets with resistance from faculty who are set in their ways. Most innova-
tion tends to occur during the summer months when the impact of failure 
is much lower.
 Dependable support from the parent organization was the basis for 
success of the academic library. If the library was perceived as not meeting 
the information needs of the academic community, then the library failed 
as an organization. In this way, the library was like a utility that either met 
demand and succeeded or did not meet demand and failed. The library as 
an organization may have judged its own success through new programs and 
initiatives, interesting speakers, activities, and displays, and use of services; 
however, the community that is served by the academic library might be 
more interested in nothing more than dependable service. It is critical that 
each individual library identify outcomes that are important to the parent 
organization, as there is no generalizable standard for academic library 
performance (ACRL, 1998).
 Therefore, in the scope of the competing values framework, the aca-
demic library of the past emphasized stability and control above all and 
internal focus and integration secondarily. This management style is ap-
propriate when change is incremental; however, many factors have and are 
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dramatically impacting this stability and status quo. Among these factors are 
rapid technological changes, new budgetary constraints and competition, 
demands for measurable service outcomes, increasing diversity of employ-
ees, and greater span of controls. As a result, academic library leaders and 
employees are looking for new organizational models and cultures that 
encourage empowerment, ﬂexibility, and discretion in order to keep up 
with uncertain times. As Edwards (1997) argues, directors and managers 
of academic libraries feel constrained in the typical hierarchical structure 
of higher education. These management structures do not allow them to 
shift their library’s services quickly enough to account for the rapid changes 
in information technologies (Edwards, 1997).
 Thus the traditional hierarchical values have become dysfunctional and 
need to be replaced by more clan and/or adhocracy frameworks. These 
two management frameworks would allow academic libraries the ﬂexibil-
ity needed in different ways. The clan-based framework would encourage 
smaller teams to form around certain tasks. Instead of having technical 
services separated from public services, this clan framework would encour-
age groups of individuals to be assigned to teams based around types of 
information sources or services. Then, if there is a change in a particular 
technology, the team can adjust much more quickly than if changes have 
to work their way through hierarchical management levels.
 The adhocracy framework would encourage risk taking and entre-
preneurship; library managers could empower some teams to keep the 
“utility” of the library running, while other teams could then explore ways 
of introducing new information technologies into the existing offerings. 
When combined with the clan framework, the resulting workplace would be 
more dynamic and able to respond to rapid change, but by using teams to 
determine the changes, the diversity offered through a work group would 
be utilized in offering new services.
Public Libraries
 Public libraries are not tied as closely to a speciﬁc institution as aca-
demic libraries are, and therefore, they do not have as many generalizations 
about their organizations. These libraries support the needs of their local 
communities, and thus the collections, services, and policies reﬂect the 
communities and local boards of directors that they serve. Smaller public 
libraries may only have a few staff members and volunteers and thus be 
run like a small family, while larger libraries can mirror academic librar-
ies in their formal, departmentalized structure and the need for culture 
changes. The split between librarians and paraprofessional staff is usually 
not as pronounced as in academic libraries, as there is no associated split 
in a parent organization.
 The leadership of a public library is focused on presenting library 
patrons with a combination of services and materials that they want and 
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demand, balanced with services and materials that they need and should 
have. Unlike a commercial organization focused on selling to the customer 
what they will buy, the public library has to balance the voiced demand of a 
subset of the patronage with the needs of many, increasingly diverse groups 
of patrons. To accomplish this, the management style tends to be more 
team oriented and involves more of the library staff in order to introduce 
more viewpoints in the decision-making process.
 The glue that holds the organization together is pride in serving the 
local community and the dependability of jobs. Many public library staff 
are actually city or county employees and carry the stability and pay of a 
civil servant job. Promotions also may be tied into the same promotion 
schedule as other civil servants. In many public libraries, however, the head 
librarian is an appointed political position, and the library board is elected 
or appointed and may change, which can cause a rapid shift in the orga-
nizational and political tenor of the library. Like the academic library, 
the public library is seen as a utility; therefore, dependably resolving the 
information needs for the community is the top priority.
 As the patron needs change, the library services must also change. 
Some effort, therefore, is spent understanding the patronage of the library. 
To meet needs, libraries may provide informational works, public meet-
ing spaces, interesting programs, or material delivery services. Outreach 
programs are constantly redeveloped to meet the changing needs of the 
populace. The library’s success is measured by the patrons who are touched 
by their services. Therefore, a successful library is one that is integrated 
into the community and is seen as an essential component of the services 
offered to citizens.
 Public libraries have to balance ﬂexibility with stability. Flourishing 
public library cultures are those that are more ﬂexible in order to meet the 
needs of the patrons. Public libraries that focus too much on maintaining 
a static organization may not be able to meet the demands of the taxpay-
ers. This ﬂexibility, however, is usually at the level of the organization and 
not the individual; teams and committees work to make changes in library 
services. The focus of public libraries tends to be more external rather than 
internal, especially when the library is turning to the taxpayer for more 
resources through a vote. Therefore, successful public libraries are likely 
to strive for a clan culture, with some undertones of adhocracy through 
empowered committees.
Small Institutional Libraries
 The category of small institutional libraries covers many school and 
special libraries. Conceptually, these libraries have a small staff and answer 
to a larger parent institution but are organizationally independent. A very 
small staff frequently runs these libraries; there may be only one librarian 
and perhaps a few assistants. The librarian operates under policies set by 
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the parent organization and must answer directly to the needs of the par-
ent organization; this can cause dramatic swings in collection policy and 
areas of expenditure when the library must change to meet the needs of 
a rapidly changing parent organization. Outside of organizational proce-
dures, however, these librarians have considerable ﬂexibility in how they 
perform their tasks. Trust and openness are important between library staff 
members in small libraries.
 These libraries have to be very outward focused. In order to succeed in 
the parent organization, they need to make sure they meet the needs and 
are visible and esteemed members of the organization. Success is judged 
by the repeated use of library services. Failure to meet the needs of the 
members of the organization can result in library budgets being severely 
reduced in lean times.
 There are some differences between library types in this category. The 
amount of job security varies greatly and affects the aggressiveness required 
by the library. A corporate library must take risks and be seen as an asset 
to the company in order to survive lean times. A school library, conversely, 
is a required component for schools and will therefore survive; the staff 
of these libraries may then choose to enjoy the stability and simply meet 
the expressed needs of the faculty and students instead of actively pursing 
patrons.
 Therefore, the type of culture exhibited in these libraries depends 
upon the setting. Most small libraries allow their staff a high amount of 
ﬂexibility and, therefore, rely upon their professional staff’s judgment to 
accomplish tasks. These libraries need to develop either the clan culture 
or the adhocracy culture, depending upon how much focus they place on 
the external needs of the organization over the internal needs of the library 
and how much they must do to remain in existence.
Introducing Digital Libraries
 Many libraries have introduced digital library services to supplement 
their existing services. In addition, stand-alone digital library sources and 
services have appeared. These consist of nonproﬁt institutions and for-proﬁt 
organizations such as those that create Web search tools that offer direct 
competition to traditional libraries for digital information seekers. Many of 
these for-proﬁt services have a very different managerial focus, and libraries 
wishing to compete will have to consider adjusting their organizations in 
order to be successful.
 The one cultural archetype not yet discussed is the market culture. Be-
cause traditional libraries had their primary patronage deﬁned as those 
people who were members of a deﬁned community or organization and 
most library services had to be used in person, libraries did not have to 
compete. Most patrons had a choice of only a few services, and the deci-
sion usually came down to either convenience or the type of information 
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needed. With the advent of the Internet, however, physical location does not 
matter for digital library services, and patrons have the choice of many more 
sources to have their information needs met. The library is just one more 
Web search tool to many users. Therefore, aspects of the market culture, 
such as the focus on market share, market leadership, and competition, are 
essential for libraries wishing to offer competitive digital library services.
 One option for libraries that wish to maintain a more traditional orga-
nization is to create a ﬂexible suborganization responsible for the digital 
library services. This group would, in essence, be its own library and would 
be able to take risks, change their structure, develop their own measures 
for success, and be freed from a more traditional hierarchical structure. 
Burd (2003) reported that librarians are more satisﬁed and committed to 
a library organization that exhibits many of these aspects. The downside 
to this concept is the library may see a loss of clan culture, as part of the 
organization will be seen differently not only by patrons but also by ad-
ministration; in addition, staff members on both sides of the organization 
may ﬁnd reason for complaint. Additional culture conﬂict may hamper 
maintenance of collegiality and result in the loss of the creative potential 
of different cultural values.
 Traditional libraries may not see the need to compete with these for-
proﬁt services. Many of these libraries succeed based upon measurable use 
of their services and the perception of value of library services. As more 
people turn to the for-proﬁt information services and away from the library, 
traditional usage numbers will decrease. A library then must decide to ei-
ther compete with the for-proﬁt information services (moving toward the 
market culture) or to change their organization and focus on other types 
of services, such as programs, education, and outreach (staying in a clan 
culture). Either way, the little brick building on the corner can no longer 
afford to remain static in its offerings and, therefore, cannot remain static 
in its organizational structure or complacent about its culture.
Conclusion
 This article explores the applicability of the four cultural types of the 
competing values framework to libraries so that their organizational cul-
ture can be leveraged as a strategic asset to attract staff, create favorable 
assessments by administrators and funders, and cast library institutions in 
a positive light for independent media and accreditation bodies. There is 
enough evidence from the organizational culture and general CVF studies 
to support the argument that culture can illuminate critical characteristics 
of an organization’s culture or subculture. In addition, the CVF framework 
has already proved useful in library, public, and private settings for under-
standing and guiding culture change (Faerman, 1993; Varner, 1996). The 
view proposed by Barney (1986) of culture as a strategic resource is that it 
is unique and hard to imitate. The competing values framework suggests 
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that there are four distinct yet deﬁnable and standard culture types. What 
we hope our discussion has presented, however, is that the strategic aspect 
is in understanding the culture’s ﬁt with organizational contexts and the 
need to evaluate how to keep what is valued while adapting and changing 
with the dynamics of the external environment.
 Speciﬁcally, libraries in transition can use the Organizational Culture 
Assessment Instrument to determine the current perceptions of their orga-
nizational cultures and identify the types of culture leaders want to create 
to increase organizational effectiveness in a turbulent environment. The 
instrument is also helpful in determining employee preferences in regards 
to work cultures and starting the dialog on how a preferred culture might be 
implemented. In addition, the OCAI provides the means to assess the skills 
of library leaders and managers who plan to engage in a culture change and 
if necessary provide staff development and training to facilitate success.
 The conditions (indicators) that could trigger such an assessment in-
clude, but are not limited to, the following:
1. A change in leadership after years of relative stability. Leadership chang-
es bring with them new expectations from employees, customers, man-
agers, and resource providers. The OCAI is a means to prepare orga-
nizational members for the stresses and opportunities that arise from 
implementation of change and provide them with a voice in selecting 
the preferred futures.
2. A library suffers major budget cuts while simultaneously experiencing 
the increased expectation for proliferating information in a variety of 
formats. The competition for shrinking resources is driving the demand 
for ﬁscal responsibility and budgetary accountability in most academic 
and municipal institutions. At the same time, information has become 
an important societal commodity that commands escalating prices as 
well as various delivery methods. In order to satisfy the demands for 
expensive materials, library managers and leaders need to carefully and 
strategically deploy their human resources budgets to achieve effective 
as well as efﬁcient services. The OCAI can detect dysfunctional depart-
mental or institutional cultures and can be used to develop people as 
change agents as well as create supportive environments.
3. Changing demographics call for different managerial skill sets. To maxi-
mize the opportunities for better services created by a diverse labor 
force, library managers and employees require training and develop-
ment to cope with increased empowerment, conﬂicts, and communica-
tion demands. The OCAI is an instrument that can reveal underlying 
cultural assumptions that might derail or sabotage a library’s emerging 
consensus or vision for the future.
4. Libraries are service organizations; as such, they do not create budget-
ary resources but consume them. Consequently, they have to constantly 
50 library trends/summer 2004
justify their expenditures and demonstrate high organizational perfor-
mance. Interactions with library employees and customers are crucial 
indicators used to judge commitment, productivity, effectiveness, and 
service orientation. The OCAI can, again, be used to measure critical 
organizational criteria that might impact perceptions of users positively 
or negatively.
 This article has important implications for the leadership of libraries. 
Organizational cultures and values are important resources that need to 
be managed like other resources. Their management assists in developing 
group perceptions, coordinating group activities and decision-making, 
and balancing individual and organizational interests. A cultural assess-
ment can help in articulating a clear mission and can serve to align diverse 
intra-organizational cultures while facilitating change and organizational 
transformations. Cameron and Quinn (1999) discovered in the organiza-
tions they studied that the highest-performing leaders had developed the 
capacity to lead in each of the four cultural types, meaning that they had 
the ability to move an organization from one type to another in order to 
align it with changing environmental conditions. In addition, leaders who 
are behaviorally complex are perceived as more effective by both subordi-
nates and superiors. The OCAI provides library leaders and managers with 
the tools to assess their skills and improve their personal effectiveness in 
facilitating organizational culture change.
 Library education can support the ability of library leaders to perform 
this important organizational work by creating awareness in all students 
about the need for continued improvement and providing them with the 
tools for accepting change as inevitable and invigorating. Part of library 
education should be devoted to developing change agents by providing 
leadership training and continuing education opportunities for librarians 
who assume managerial and leadership positions. In addition, experiences 
of cultural change in the private and public sector can be shared through 
research and publication in the library literature.
 Changing an organization’s culture is not a quick ﬁx but a multiyear 
process. Research opportunities are created by periodically assessing prog-
ress in the implementation of a new organizational vision. Such assessments 
provide feedback to all participants, chances for discussions and corrections, 
if necessary, and stories of successes to be shared with internal as well as 
external constituents. They will build pride in newly discovered abilities 
for personal and organizational change and infuse library staff and leader-
ship with the energy required to take on the next challenges of continuing 
improvement.
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Notes
1. An effective learning organization is conceptualized as one in which the members continu-
ally acquire, shape, and use new knowledge to adapt to an ever-changing environment 
(Senge, 1990).
References
Association of College and Research Libraries (ACRL). (1998). Task force on academic library 
outcomes assessment report. Retrieved May, 2004, from http://www.ala.org/ala/acrl/
acrlpubs/whitepapers/taskforceacademic.htm.
Al-Khalifa, K. N., & Aspinwall, E. M. (2001). Using the competing values framework to in-
vestigate the culture of Qatar Industries. Total Quality Management & Business Excellence, 
12(4), 417–428.
Argyris, C., & Schön, D. A. (1978). Organizational learning: A theory of action perspective. Read-
ing, MA: Addison-Wesley.
Barley, S. R. (1991). Semiotics and the study of occupational and organizational culture. In 
P. J. Frost, L. F. Moore, M. R. Louis, C. C. Lundberg, & J. Martin (Ed.), Reframing organi-
zational culture (pp. 39–54). Newbury Park, CA: Sage.
Barney, J. B. (1986). Organizational culture: Can it be a source of sustainable competitive 
advantage? Academy of Management Review, 11, 656–665.
Barney, J. B. (1991). Firm resources and sustained competitive advantage. Journal of Manage-
ment, 17(1), 91–120.
Berrio, A. A. (1999). Organizational culture and organizational learning in public, non-
proﬁt institutions: A proﬁle of Ohio State University Extension. Dissertation Abstracts 
International, 60, 11A.
Blair, L. (2000). Beyond the square: Career planning for information professionals in the new 
millennium. New Library World, 101(4), 175–179.
Brown, M. L. (1995). A theory of information technology cultures: Magic dragons, wizards, and arche-
typal patterns. Unpublished doctoral dissertation, York University, Toronto, Canada.
Buenger, V., Daft, R. L., Conlon, E. J., & Austin, J. (1996). Competing values in organiza-
tions: Contextual inﬂuences and structural consequences. Organization Science, 7(5), 
557–576.
Burd, B. (2003). Work values of academic librarians: Exploring the relationships between 
values, job satisfaction, commitment, and intent to leave. Paper presented at the Asso-
ciation of College and Research Libraries Eleventh National Conference, April 10–13, 
2003, Charlotte, North Carolina. Retrieved May 10, 2004, from http://www.ala.org/ala/
acrl/acrlevents/burd.PDF.
Cameron, K. S., & Quinn, R. E. (1999). Diagnosing and changing organizational culture: Based 
on the competing values framework. Reading, MA: Addison-Wesley.
Davenport, T. H., Long, D. W., & Beers, M. C. (1998). Successful knowledge management 
projects. Sloan Management Review, 39(2), 43–57.
Deal, T. E., & Kennedy, A. A. (1982). Corporate cultures: The rites and rituals of corporate life. 
Reading, MA: Addison-Wesley.
Dellana, S. A., & Hauser, R. D. (1999). Toward deﬁning the quality culture. Engineering Man-
agement Journal, 11(2), 11–15.
Edwards, C. (1997). Change and uncertainty in academic libraries. Ariadne, 11(2). Retrieved 
May 10, 2004, from http://www.ariadne.ac.uk/issue11/main.
Faerman, S. R. (1993). Organizational change and leadership styles. Journal of Library Admin-
istration, 19(3–4), 55–79.
Frost, P. J., Moore, L. F., Louis, M. R., Lundberg, C. C., & Martin J. (Eds.). (1991). Reframing 
organizational culture. Newbury Park, CA: Sage.
52 library trends/summer 2004
Goodman, E. A., Zammuto, R. F., & Gifford, B. D. (2001). The competing values framework: 
Understanding the impact of organizational culture on the quality of work life. Organiza-
tion Development Journal, 19(3), 58–68.
Gordon, G. G. (1985). The relationship of corporate culture to industry sector and corporate 
performance. In R. H. Kilmann, M. J. Saxton, R. Serpa, & Associates (Eds.), Gaining control 
of the corporate culture (pp. 103–125). San Francisco, CA: Jossey-Bass.
Gregory, K. L. (1983). Native-view paradigms: Multiple cultures and culture conﬂicts in orga-
nizations. Administrative Science Quarterly, 28, 359–376.
Hauser, M. (1998). Organizational culture and innovativeness of ﬁrms—An integrative view. 
International Journal of Technology Management, 16(1), 239–255.
Helfer, D. S. (1998). Outsourcing, teaming, and special libraries: Threats and opportunities. 
Information Outlook, 2(12), 26–29.
Hooijberg, R., & Petrock, F. (1993). On cultural change: Using the competing values frame-
work to help leaders execute a transformational strategy. Human Resource Management, 
32(1), 29–51. [Special issue on the competing values framework]
Hult, G. T. M., Ketchen, D. J., & Nichols, E. L. (2002). An examination of cultural competitive-
ness and order fulﬁllment cycle time with supply chains. Academy of Management Journal, 
45(3), 557–586.
Kaarst-Brown, M. L., & Robey, D. (1999). More on myth, magic and metaphor: Cultural 
insights into the management of information technology in organizations. Information, 
Technology and People, 12(2), 192–217.
Kalliath, T. J., Bluedorn, A. C., & Gillespie, D. F. (1999). A conﬁrmatory factor analysis of 
the competing values instrument. Educational and Psychological Measurement, 59(1), 143–
158.
Kaplan, R. S., & Norton, D. P. (1992). The Balanced Scorecard—Measures that drive perfor-
mance. Harvard Business Review, 70(1/2), 71–79.
Louis, M. R. (1990). Acculturation in the workplace: Newcomers as lay ethnographers. In 
B. Schneider (Ed.), Organizational climate and culture (pp. 85-129). San Francisco, CA: 
Jossey-Bass.
MacLeod, J., Gray, C., & Freidenrich, W. (1997). The indispensability of the librarian. Trends 
in Law Library Management and Technology, 8(4), 1–5.
Martin, J. (1992). Cultures in organizations: Three perspectives. New York: Oxford University 
Press.
Meyerson, D., & Martin, J. (1987). Culture change: An integration of three different views. 
Journal of Management Studies, 24, 623–647.
Michalisin, M. D., Smith, R. D., & Kline, D. M. (1997). In search of strategic assets. International 
Journal of Organizational Analysis, 5(4), 360–387.
National Institute of Standards and Technology (NIST). (1994). Malcolm Baldrige National 
Quality Award: 1994 award criteria. Gaithersburg, MD: NIST.
Quinn, R. E., & Kimberly, J. R. (1984). Paradox, planning and perseverance: Guidelines for 
managerial practice. In J. R. Kimberly and R. E. Quinn (Eds.), Managing organizational 
transitions (pp. 295–313). Homewood, IL: Dow Jones-Irwin.
Quinn, R. E., & Rohrbaugh, J. (1981). A competing values approach to organizational ef-
fectiveness. Public Productivity Review, 5, 122–140.
Quinn, R. E., & Rohrbaugh, J. (1983). A spatial model of effectiveness criteria: Towards a com-
peting values approach to organizational analysis. Management Science, 29, 363–377.
Quint, B. (1999). Lookin’ good. Searcher, 7(2), 6–8.
Reich, B. H., & Benbasat, I. (2000). Factors that inﬂuence the social dimension of alignment 
between business and information technology objectives. MIS Quarterly, 24(1), 81–113.
Sackmann, S. A. (1991). Cultural knowledge in organizations: Exploring the collective mind. Newbury 
Park, CA: Sage.
Sackmann, S. A. (1992). Culture and subcultures: An analysis of organizational knowledge. 
Administrative Science Quarterly, 37, 140–161.
Schein, E. H. (1985). Organizational culture and leadership: A dynamic view. San Francisco, CA: 
Jossey-Bass.
Schein, E. H. (1991). What is culture? In P. J. Frost, L. F. Moore, M. R. Louis, C. C. Lund-
berg, & J. Martin (Eds.), Reframing organizational culture (pp. 243-253). Newbury Park, 
CA: Sage.
53kaarst-brown et al./organizational cultures
Sendelbach, N. B. (1993). The competing values framework for management training and 
development: A tool for understanding complex issues and tasks. Human Resource Manage-
ment, 32(1), 75–99. [Special issue on the competing values framework]
Senge, P. M. (1990). The ﬁfth discipline: The art and practice of the learning organization. New 
York: Doubleday.
Skyrme, D. J., & Amidon, D. M. (1998). New measures of success. Journal of Business Strategy, 
19(1), 20–24.
Smircich, L., & Morgan, G. (1982). Leadership: The management of meaning. Journal of Ap-
plied Behavioral Science, 18(3), 257–273.
Storck, J., & Hill, P. A. (2000). Knowledge diffusion through “strategic communities.” Sloan 
Management Review, 41(2), 63–74.
Varner, C. H. (1996). An examination of an academic library culture using a competing values 
framework. Dissertation Abstracts International, 58, 01A. (UMI No. 0014)
LIBRARY TRENDS, Vol. 53, No. 1, Summer 2004 (“Organizational Development and Leader-
ship,” edited by Keith Russell and Denise Stephens), pp. 54–67
© 2004 The Board of Trustees, University of Illinois
Transitioning to the Learning Organization
Joan Giesecke and Beth McNeil
Abstract
Peter Senge popularized the concept of the learning organization, 
and several libraries have tried, with varying degrees of success, to adopt 
the learning organization model. This article explores why organizations 
consider attempting to become learning organizations, includes an overview 
of the theory of learning organizations, presents steps to becoming a learn-
ing organization, and describes examples of learning organization efforts 
at the University of Nebraska–Lincoln Libraries and other libraries.
Learning Organizations
 To survive in the continuously changing information environment, 
libraries must ﬁnd ways to become agile, ﬂexible organizations. Rigid rules, 
entrenched bureaucracies, and stable hierarchies will not help these organi-
zations survive new technologies, tight budgets, competition, and changing 
expectations of patrons and users. Stiﬂing bureaucracies can result in em-
ployees who are unmotivated, lack the skills needed to adjust to changes, are 
content to follow orders, lack problem solving skills, and develop an us vs. 
them mentality. To advance, libraries need to move away from being knowing 
organizations that emphasize one best way to do things by following rules 
and regulations. They need to move past being understanding organizations 
where organizational culture and values dominate decision-making so that 
change is unlikely to occur. They need to advance past thinking organizations 
that emphasize ﬁxing and solving problems without questioning why the 
system broke. Instead, they must become organizations that create a climate 
Joan Giesecke, Dean of Libraries, University of Nebraska–Lincoln, 318 Love Library, Lincoln, 
NE 68588–4100, and Beth McNeil, Associate Dean, University of Nebraska–Lincoln, 318 Love 
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that fosters learning, experimenting, and risk taking. Instead of emphasiz-
ing command and control processes, libraries need to adopt strategies that 
will help the organization move forward and develop proactive responses to 
change. They need employees who appreciate change, accept challenges, 
can develop new skills, and are committed to the organization’s mission, 
goals, and objectives.
 The concepts of the learning organization can provide leaders, man-
agers, and staff with the tools they need to develop organizations that can 
succeed in turbulent times. Learning organizations encourage their mem-
bers to improve their skills so they can learn and develop. The staff become 
more ﬂexible as they acquire knowledge and are more able to move around 
the organization. Interunit barriers are lessened as staff share experiences, 
knowledge, and skills. Creativity can ﬂourish as staff are encouraged to 
take risks and try new things. Traditional communication barriers are also 
lessened as communication is encouraged between units and between staff 
levels. A rigid hierarchy no longer exists and no longer prevents change. 
New problems and new challenges can be met faster and resolved more 
quickly. And, most importantly, for today’s librarians the customer or patron 
is the ﬁrst priority for the organization. Good customer service becomes 
the foundation for all the organization needs to do.
Deﬁning the Learning Organization
 What is a learning organization? A learning organization is an orga-
nization skilled at creating, acquiring, and transferring knowledge and 
at modifying its behavior to reﬂect new knowledge and insights. Without 
accompanying changes in the way that work gets done, only the potential 
for improvement exists. Learning organizations translate new knowledge 
into new ways of behaving. In a learning organization, managers and staff 
encourage work-related learning, the exchange of information between em-
ployees to create new ideas and knowledge, and continuous improvement. 
Staff test experiences and use those experiences to improve the organiza-
tion. Flexibility becomes a core value of the organization as staff accept 
and adapt new ideas and seek ways to enhance products and services. In a 
learning organization, people are appreciated for their skills, values, and 
work. Staff opinions are sought and are treated with respect. Exchanging 
information and sharing ideas and experiences throughout the organiza-
tion is encouraged. People learn new skills they can apply to their jobs. They 
use these skills to enhance services and improve the organization. There 
are more opportunities for staff to be creative, to learn from mistakes, to 
take risks, and to reach new levels of expertise. In a learning organization, 
learning takes place at the individual, group, and organizational levels.
 People in organizations experience two types of learning: maintenance 
learning and anticipatory learning. Maintenance learning is discovering 
better ways to do current procedures and tasks. Maintenance learning is 
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important in that it ensures that procedures and processes are efﬁcient and 
being done the best way possible. Maintenance learning has a short-term 
focus, however, and often misses changes in the environment.
 A learning organization encourages anticipatory learning. Here indi-
viduals acquire new knowledge and incorporate the new knowledge into 
the workplace so that the organization can reach its vision. Anticipatory 
learning is participatory, a joint venture in which individuals in a unit, de-
partment, or the organization as a whole explore alternatives, share ideas, 
and consider how new knowledge helps the organization reach its goals. 
To succeed, today’s libraries need to emphasize anticipatory learning so 
that the organization can adjust to changing environments and reach the 
vision of the library of the future.
 Why is it so difﬁcult to foster learning in an organization? To answer 
that question, it is helpful to review the work Organization Learning, by 
Chris Argyis and Donald Schön (1978). In their theory on organizations, 
they describe learning as detecting and correcting errors (Senge, 2003, 
p. 47). Error correction is a very personal process. To correct an error, an 
individual must admit that he/she made a mistake. A manager has to admit 
that he/she is not infallible. The manager risks losing credibility. In most 
of our organizations, mistakes are viewed as personal failings to be ﬁxed. 
Many performance evaluation systems emphasize error rates and limiting 
the number of mistakes, further creating a culture where denying errors 
is in the individual’s best interest.
 To succeed and grow, however, organizations must change this culture 
so that successes are emphasized and rewarded. Errors become opportuni-
ties to ﬁnd better ways to accomplish tasks. Failures can become opportuni-
ties to learn and improve rather than career-ending events.
 Learning, then, is about action. It is about taking the information we 
gather and using it to create knowledge management systems and statisti-
cal databases and then using that knowledge to improve the organization. 
Learning is about moving from data gathering to using data to effect needed 
changes. Effective learning is about communication, communicating about 
errors and failures, analyzing why systems fail, and using that information 
to make changes. In learning organizations individuals move from fearing 
mistakes to using problems and errors as information to inform decision-
making, improve processes, and create success.
The Fifth Discipline
 Peter Senge, in his book The Fifth Discipline (1990a), outlines ﬁve com-
ponent technologies or disciplines that are the foundation for building a 
learning organization. These ﬁve disciplines are: shared vision, personal 
mastery, mental models, group learning, and systems thinking. Senge’s 
treatment of each discipline includes practices, underlying principles, and 
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the understanding of the discipline when one has achieved the highest 
levels of mastery (1990a, p. 6–11).
 According to Senge, personal mastery is the discipline of continually 
clarifying and deepening our personal vision, of focusing our energies, 
of developing patience, and of seeing reality objectively (1990a, p. 7). In 
personal mastery one focuses on results while seeing the current reality. Un-
derstanding the creative tension between the current reality and the future 
goal is a key part of personal mastery. As one masters this discipline, one can 
see the connectedness in the organization between individual learning and 
organizational learning and the commitment of both the individual and 
the organization to organizational success. Personal mastery goes beyond 
rote learning. In personal mastery we may learn a new skill and learn how 
applying that skill to our work can move the organization forward. For ex-
ample, learning to use an online chat reference service involves mastering 
the technology and understanding the mechanics of answering questions. 
In a learning organization staff will not stop at just learning the mechan-
ics. They will also look at how an online chat reference service ﬁts in with 
the entire array of reference services and how to best integrate this service 
with other services, including circulation and interlibrary loan activities.
 Mental models refers to the assumptions and generalizations that inﬂu-
ence how one understands and interprets the organization (Senge, 1990a, p. 
8). Very often, we are not aware of our own mental models and the assump-
tions that underlie our actions. We act based on our subconscious model 
rather than on the theories we claim to believe. In learning about mental 
models, we need to turn inward, unearth the assumptions that guide our 
actions, examine those assumptions, and learn to think openly about our 
view of the world. As we look at our mental models we can begin to change 
them to develop a set of mental models shared by the team, work group, or 
organization. As we learn to unearth our mental models we can look more 
creatively at what can and cannot be done in our organization. We will not 
be limited by past assumptions and can look for more creative ways to ad-
dress problems, ﬁnd solutions, and change efforts. For example, in a library 
system with branch libraries, branch staff may have a mental model of the 
organization in which the main library is viewed as unsupportive. If branch 
staff believe main library staff do not respect their work, then branch staff 
may view any offer of assistance from the main library as a criticism of their 
work. In contrast, main library staff may think they are being supportive team 
members by offering assistance and will be surprised by the hostile response 
to their offer of help. These conﬂicting mental images of the library system 
can lead to conﬂict and create distrust. In a learning organization, staff 
would recognize these different views and develop a shared understanding 
of how to work together to make the organization stronger.
 A shared vision makes it possible for members of the organization to 
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understand the future its leaders want to create (Senge, 1990a, p. 9). The 
leadership of the organization cannot dictate a shared vision. Instead, the 
vision develops from many people within the organization creating a pic-
ture of the future. All members of the organization must understand and 
contribute to the vision. The vision has to be meaningful to them and be 
something that relates to their individual visions of the organization. By 
working together to create the vision and then working to incorporate that 
vision into each unit or part of the organization, we can create a focus for 
the organization that will guide all parts of the organization. For example, 
if the library has as part of its shared vision of the future the seamless inte-
gration of print and electronic information, then a cataloging department 
will design a catalog that enables patrons to access both print and electronic 
information using the same system. Reference services will look for ways to 
implement an integrated information commons so patrons can use print 
and electronic resources together and can get assistance with all formats at 
one desk. With such a shared vision, the different units in the library will 
look for ways to complement each other’s activities and truly collaborate 
to make the library more effective.
 Team learning is another key component of the learning organization 
because teams are the fundamental learning unit (Senge, 1990a, p. 10). 
In team learning, members of the group must learn to suspend assump-
tions about how things are done and must act as colleagues, putting aside 
individual defensiveness to create an open environment for dialog and 
discussion. Working together as a team can produce more than the indi-
vidual members can by themselves. Teams that do not promote learning, 
however, will not be as productive or as successful as those that are open 
to new ideas and work together to achieve their goals and objectives.
 The ﬁfth discipline that helps bring the concepts of the learning or-
ganization together is that of systems thinking (Senge, 1990a, p. 6). Systems 
thinking is the ability to see the bigger picture, to see the interrelation-
ships of a system, to move beyond a simple cause and effect approach to 
seeing continuous processes. In systems thinking we move from seeing the 
individual parts of a system to understanding that the system is the interac-
tions of those parts. Systems thinking brings the other four disciplines of 
a learning organization together in an integrated approach to examining 
and improving the organization.
 Using systems thinking an organization can begin to see that familiar 
solutions no longer solve problems, that cause and effect are not closely 
related in time and space, that small changes can lead to big results, and 
that there is no blame. The individual, the cause of the problem, and the 
solution to the problem are all part of the same system. By looking at the 
system as a whole, we can begin to see new opportunities for solving prob-
lems and for implementing change.
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Role of Leaders in the Learning Organization
 The roles of leaders in organizations as designers, teachers, and stew-
ards take on new meaning in a learning organization (Senge, 1990b, p. 
10–13). As designers leaders are responsible for building a foundation of 
core values and organizational purpose. They are also responsible for en-
suring that policies, strategies, and structure support core values and can 
be used to translate core values into business decisions. For example, if 
quality customer service is a core value, then policies need to reﬂect this 
value and should focus on customer service. Policies that simplify the pro-
cess of renewing books online, for example, supports this core value of the 
organization. Policies that require patrons to follow arcane bureaucratic 
procedures would not support the core value. Leaders are responsible 
for evaluating organizational policies and strategies to be sure they have 
designed an organization that supports the core value of quality customer 
service.
 The second role of leaders is that of teacher. This is not the authoritarian 
teacher of the past. It is not the model of the “sage on the stage.” Rather, 
in a learning organization the leader serves as a coach, “guiding from the 
side” to help people in the organization surface mental models, identify 
underlying assumptions, see patterns of behavior, and develop systems 
thinking approaches to problem solving. As a guide, leaders encourage 
growth, development, and true learning rather than emphasizing memo-
rization of policies and blind application of procedures.
 The third role of leaders is that of steward. Leaders are the stewards of 
the mission of the library. They are responsible for protecting the mission 
and ensuring that organizational values are understood and practiced. 
Leaders’ commitment to the higher purpose of the organization, to ethical 
behavior, and to supporting the members of the organization are all crucial 
aspects of the stewardship role. Without the commitment to maintaining 
the ethical core of the organization, leaders will be unable to create the 
culture of a learning organization.
Creating the Learning Organization
 To implement a learning organization, libraries need to build a foun-
dation based on an awareness of learning and create an environment that 
encourages openness. The organization’s leaders must be committed to 
the concepts of a learning organization, be willing to share power with 
employees, and be committed to promoting learning.
 A ﬁrst step in building this foundation is to understand how organiza-
tions learn. To begin the learning cycle, one ﬁrst needs to be aware of the 
need to learn. With awareness, individuals can start to see the underlying 
structures of the organization and understand what forces are driving be-
havior. Employees can achieve this understanding by testing mental models, 
listening, and looking at data. Once employees begin to see the structure 
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of the organization, they can begin dialogues with team members about 
the patterns of meaning they ﬁnd in the organization. They can develop 
an awareness of what is possible rather than being limited to what they 
currently know. From awareness they can begin to develop the skills and 
capabilities needed for change. They can begin to change because they 
want to change, not because they have been told they have to change. The 
organization begins to develop a shared vision of the future that will guide 
their efforts and the learning opportunities. They can begin to reﬂect on 
what they know and what they assume about the organization. As staff deﬁne 
their mental models they can begin to unearth assumptions that may be 
holding them back. Staff can create new conceptualizations of the organiza-
tion and not be limited by past behavior. Finally, staff will begin to change 
their values and beliefs. They can let go of the belief that they need to be 
in control to be effective and learn to deal with ambiguity and uncertainty 
as forces that can help them be creative. Members of the organization can 
develop conﬁdence in their teams, in their staff, in their fellow employees, 
and in their leaders. They can move from accidental strategies that promote 
learning to declared strategies that explicitly address the concepts of the 
learning organization.
Strategies for Becoming a Learning Organization
 What kinds of strategies will help us become a learning organization? 
What steps can be taken to change our culture, vision, goals, and objectives 
to embrace learning as the foundation of what we do?
Commit to Change
 First, an understanding that a learning organization is one that will 
thrive on change is necessary. Library staff cannot be afraid of changes or 
move halfheartedly along the path of learning. To become a learning orga-
nization we need to make a commitment to changing what we do and how 
we do it. All staff need to reframe their views of the organization, looking 
at problems from different angles and asking “what if” instead of talking 
about why the organization cannot succeed. The change process must be 
driven from the top levels of the organization. Managers must lead the 
change with a positive attitude and a clear vision.
Connect Learning with the Organization’s Operations
 Managers need to connect learning to the business operations. A learn-
ing organization is not about promoting learning for the sake of learning. 
It is about promoting learning to improve work processes and enhance 
services.
Assess Organizational Capability
 An assessment of how well the organization can address the ﬁve dis-
ciplines is needed. Does the organization have the technology, people, 
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and knowledge necessary to encourage learning? Is the library prepared 
to provide the training necessary to teach people the skills they need to 
succeed?
Communicate the Vision of a Learning Organization
 To succeed in making substantial changes in the organization, everyone 
needs to understand and commit to the vision of a learning organization. 
People need to understand the ﬁve disciplines of the learning organization 
and how they can practice these new skills.
Demonstrate and Model a Commitment to Learning
 Organizations need to communicate the learning cycle by taking action, 
reviewing the action, evaluating the experience, and using the evaluation to 
plan the next steps. By understanding that learning is a continuous process 
and that individuals and groups learn from their mistakes, the library can 
encourage and support individual and team learning. The organization 
also needs an explicit plan for encouraging learning. Enhanced staff devel-
opment programs, individual learning plans, and support for classes and 
workshops are among the tools an organization uses to model learning.
Cut Bureaucracy and Streamline Structure
 Learning organizations are not likely to succeed in a top-down hi-
erarchal organization. Flat structures that encourage interdepartmental 
activities and communication will promote learning. Limiting bureaucratic 
procedures will help promote creativity, encourage problem solving, and 
encourage thinking rather than mindless obedience to rules.
Capture Learning and Share Knowledge
 Learning organizations succeed when knowledge is shared. Learning 
at all levels of the organization will encourage personal growth and mas-
tery. Sharing that knowledge will allow the organization to beneﬁt from 
individual and group learning and will promote growth and change.
Reward Learning
 In addition to promoting and supporting learning, the organization 
must reward learning in order to succeed. Performance appraisals should 
include rewards for developing new skills, for teamwork, and for continuous 
personal development that supports organizational goals. When learning 
is rewarded people are more likely to adopt behaviors that support and 
promote learning activities.
Learn More about Learning Organizations
 The concept of the learning organization is constantly developing. 
Learning organizations are not only about learning within the organiza-
tion but also about improving and enhancing the concept of the learning 
organization. Staff need to look for ways to improve their understanding 
of learning as they are enhancing their own organization.
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Continuously Adapt, Improve, and Learn
 Achievement of the learning organization is a continuous process of 
growth, change, and improvement. The organization becomes stronger as 
it changes, meets new challenges, incorporates new technologies, provides 
enhanced services, and meets the challenge of an ever-changing informa-
tion environment.
Learning Organization Experiences
 How can a library take the concepts of a learning organization and 
turn them into a practical strategy for managing the operation? Reports in 
the literature provide some advice to organizations considering the learn-
ing organization model. Still, the literature on learning organizations in 
the library and information science ﬁeld varies in content. Some articles 
describe libraries as learning organizations in theory, and others question 
whether college or university libraries can become learning organizations 
(Rowley, 1997; Marcum, 1996). Articles question whether the library as 
a learning organization is just the next fad for the ﬁeld (Worrell, 1995). 
Editorials in College and Research Libraries and Research Strategies challenge 
readers to commit to making the library a learning organization and ask 
whether some libraries might already be learning organizations (Riggs, 
1997; Wittkopf, 1995). Most of these articles discuss learning organizations 
and libraries in general rather than providing speciﬁc examples. Little 
information in print exists regarding particular libraries and their efforts 
at becoming learning organizations. A few articles can be found on learn-
ing organization efforts at the University of Arizona (Bender, 1997), the 
North Suburban Library System (Hayes, Sullivan, & Baaske, 1999), and a 
pilot collaborative collections management project for California academic 
libraries organized by the University of California and Stanford University 
libraries (Hightower & Soete, 1995). Some library Web sites (for example, 
that of the University of Maryland Libraries) include information about 
efforts to become a learning organization (Baughman & Hubbard, 2001). 
Additionally, Maryland’s Web site includes criteria for assessment of the 
learning organization effort and content areas for a learning and education 
program related to the learning organization philosophy.
The University of Nebraska–Lincoln Experience
 The move to a learning organization at the University of Nebraska–Lin-
coln Libraries (UNL) began in 1996. The dean of the Libraries, with strong 
support from the Libraries’ administrative committee, led the effort. The 
Libraries built this effort on a long-standing foundation of planning that 
included the development of a vision statement and creation of strategic 
goals and objectives. To begin the move toward a learning organization, 
the Libraries refreshed the vision statement and simpliﬁed it to “seamless 
integration of print and electronic information in a ﬂexible environment.” 
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In developing a shared understanding of the vision, the vision statement 
was expanded to include information and services. The understanding is 
that the Libraries are working to integrate new technologies, formats, and 
services into the whole organization in order to meet patron needs rather 
than establishing new, separate units to handle electronic information and 
services. In this vision no staff member or librarian would be left behind in 
a marginalized unit. Everyone needed to be a part of the vision, working 
to move the Libraries forward.
 Once the vision was updated, the Libraries began a program of teaching 
staff about learning organizations and identifying skills they would need as 
the Libraries grew and changed. To identify those skills, a committee made 
up of representatives from all staff groups in the Libraries developed a list 
of core competencies for library staff. These original core competencies 
have evolved during recent years as the University of Nebraska adopted 
system-wide competencies for all staff. Core competencies have served well 
as both a tool for hiring and a plan for staff development. Staff development 
programs designed to teach core competencies have included presenta-
tions on communication skills, a hands-on workshop on creativity, a panel 
discussion on ﬂexibility/adaptability, and presentations on generational 
differences in the workplace.
 In October of 1996 Dr. Martha Hale, then director of the library school 
at Emporia State University, visited UNL and introduced the learning orga-
nization principles to library faculty and staff. Additional sessions revolved 
around improving communication and conﬂict resolution skills. All staff 
participated in these two-day workshops on skill building to promote group 
learning and sharing information. Since a key component of a learning 
organization is group learning and sharing, it was imperative that staff 
have the skills to succeed in these efforts. Since that ﬁrst set of programs, 
the Libraries has offered many training programs and staff development 
opportunities for library staff and faculty related to the ﬁve disciplines of 
the learning organization.
Personal Mastery
 A signiﬁcant amount of learning takes place at the individual level. Per-
sonal mastery, one of the ﬁve learning organization disciplines, requires that 
individuals accept the personal responsibility of seeking learning opportuni-
ties in order to move forward in their work life. The Libraries encourages 
individual learning and has offered programs on independent learning 
and self-mastery to encourage staff to seek out learning opportunities. 
Opportunities for learning and examples of successful learning are shared 
with coworkers. During the ﬁrst years of the Libraries’ movement toward 
becoming a learning organization, staff at all levels were actively encouraged 
to take time each week to learn something new. For many staff during the 
ﬁrst years of the learning organization, this meant learning new computer 
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skills and developing Internet searching skills. In more recent years library 
staff members’ learning opportunities have varied widely depending on 
their job duties and responsibilities, as well as their professional interests.
 The Libraries has also sponsored programs on independent learning 
and self-mastery. Individuals were encouraged to ask themselves the fol-
lowing questions:
• What do I want to accomplish this year?
• What do I want to accomplish during the next few years?
• What assets do I have to help accomplish this?
• What obstacles are in my way?
• What do I need from the Libraries or from the University to help?
• What do I need my supervisor to do to help?
• What is my pattern of failure?
• What danger signs should I watch for (or ask my supervisor and col-
leagues to watch for)?
Follow-up programming included case studies of individuals who evalu-
ated their own circumstances and made changes to move positively in a 
new direction. These case studies included famous Nebraskans (former 
football coach and now congressman Tom Osborne, former governor Bob 
Kerrey), as well as the stories of some library staff members. Library staff 
then investigated their own individual strengths and developed personal 
inventories of subjects they knew something about and would like to learn 
more about, as well as lists of subjects they knew little or nothing about but 
would like to learn more about because it would be helpful in their work. 
The Libraries encourages opportunities for personal mastery through staff 
sharing, committee membership and work, a campus mentoring program, 
staff development workshops, and library-sponsored computer skills/train-
ing courses, as well as ﬂexible scheduling for staff interested in taking 
campus classes.
 Other staff development and training efforts have included presenta-
tions on time management, meeting skills, ergonomics, and environmen-
tal health and safety, as well as sessions on coping with change, building 
resiliency during difﬁcult times (budget cuts), harassment training, and 
disaster preparedness.
Group Learning
 While all library staff and faculty have been encouraged to attend the 
above programs, learning also takes place at the group and organizational 
levels. Faculty, administrators, middle managers, frontline staff, supervisors 
of students, public services staff, technical services staff, and particular 
departments and units are all groups that beneﬁt from speciﬁc training 
tailored to their needs. Training efforts aimed at these groups have includ-
ed programs on speciﬁc computer/technical skills, project management, 
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organizational culture, and partnerships and collaborations. Supervisory 
training has included sessions on how to do evaluations, decision-making, 
corrective action, family and medical leave, meeting facilitation, and search 
committee certiﬁcation.
NUValues
  Since 1996 the University of Nebraska campuses (Lincoln, Omaha, 
Kearney, and the Medical Center) have adopted a new personnel com-
pensation and classiﬁcation system, NUValues, for all university employees 
except for faculty. In the Libraries this includes all library staff except for 
librarians. The basic premise for NUValues is that job classiﬁcation is simpli-
ﬁed, with fewer levels or bands. Individuals can take on new responsibilities 
and move within a band much more easily than in more rigid classiﬁcation 
systems. Along with this more ﬂexible system comes a responsibility for the 
Libraries to provide additional and tailored individual and group learning 
opportunities for library staff.
 The move to the new personnel system has meshed well with the learn-
ing organization model because the new system emphasizes skill building 
and learning as the basis for salary increases rather than seniority or rank. 
Now the reward system is more closely linked to the efforts of the Libraries 
to become a learning organization.
Mental Models and Systems Thinking
 The Libraries are now working on addressing the disciplines of mental 
models and systems thinking. A major restructuring effort has just been 
completed, changing the Libraries from a seven-department structure to 
a four-department structure. The merger of units, elimination of some 
units, and four changes in department chair positions means staff will 
need to reassess their assumptions about how their work group operates. 
This is a perfect time, then, to do training on identifying assumptions and 
surfacing mental models. The restructuring is also giving the Libraries the 
opportunity to revisit the ideas of systems thinking as people shift how they 
view the organization.
Results to Date
 How can the Libraries measure how well the implementation of the 
learning organization is going? Besides reviewing the evaluation from staff 
development programs and revisiting training efforts to determine skill 
levels, the Libraries has recently participated in a campus-wide survey by 
the Gallup Corporation. The survey includes questions pertaining to the 
following:
• How often do staff have an opportunity to do their best each day?
• How clear are expectations?
• How often do staff get to learn something new?
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The results for the Libraries showed that most staff rated the Libraries as 
excellent or very good on these key learning organization concepts. In 
fact, the Libraries rated higher than most academic departments on these 
measures. These independent results helped show the progress that has 
been made and opened the door for unit-based conversations on how to 
continue to improve.
Conclusion
 The learning organization model is one way that libraries can design 
organizations that are successful in rapidly changing environments. The 
key elements of a learning organization as espoused in the ﬁve disciplines 
of personal mastery, shared vision, group learning, mental models, and 
systems thinking provide libraries with the tools needed to create ﬂexible, 
agile organizations. By developing a shared vision and promoting group and 
individual learning, libraries can create staffs that are committed to ﬁnding 
the best ways to fulﬁll the organization’s mission, goals, and objectives. By 
surfacing mental models and promoting systems thinking the organization 
can help unlock individual creativity, help staff move past perceived bar-
riers, and assist everyone in embracing and creating positive change. By 
adopting the learning organization model, then, libraries can build paths 
for individuals that will lead to success and help libraries thrive in times of 
change.
 As we found at UNL the learning organization model has helped the 
organization adapt to a changing environment. Staff have the skills to adjust 
to a new organizational structure and to new working relationships within 
their units. They see learning as a way to address change and to explore 
new ideas. They are learning to review their assumptions about how the 
organization functions and to look for ways to improve the organization 
by changing whole processes and systems.
 Further research is needed on how best to implement the ﬁve dis-
ciplines of the learning organization within any particular culture. The 
processes that worked at UNL can provide ideas on how to address the 
key concepts. However, organizations will need to learn their own ways to 
bring learning organization ideas into their environments and to create 
effective organizations that are willing to change.
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The System Design Approach to Organizational 
Development: The University of Arizona Model
Shelley E. Phipps
Abstract
Leadership in the design of organizational systems is the primary 
focus of an organizational development (OD) position. The OD consultant 
(internal or external) guides the leadership group to understand the com-
plex nature of human organizations and the need for creation of systems 
and processes that support the mission, values, goals, and vision of the 
organization. As organizational structures change to adapt to new envi-
ronmental challenges and development of a new culture is required, the 
approach to, and design of, new organizational systems will be critical to 
the success of the organization. This article will deﬁne for OD practitioners, 
human resource professionals, and library leaders some of the myriad orga-
nizational support systems that must be created and integrated to support 
new, postmodern organizational structures where collaborative learning, 
participative decision-making, and shared accountability can ensure adapt-
ability, ﬂexibility, and the potential for future success. The author’s experi-
ence in the University of Arizona (UA) Library over the past ten years will 
be used to articulate potential approaches while sharing personal views of 
the successes and challenges.
Introduction
 Over the past ten years, the University of Arizona (UA) Library has 
been a laboratory for learning about organizational change. This article 
does not intend to advocate for any particular change model but rather to 
share observations from one individual who has played a leadership role in 
that change process and to frame those observations within a developing 
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theory that organizational change is best studied and assessed through the 
lens of system integration.
 Certain organization researchers will be central to the exposition of 
theory embraced in this article. The work of W. Edwards Deming, Peter 
Scholtes, and Peter Senge form the core of the systems theory presented 
here. Deming deﬁnes a system as “a network of interdependent components 
that work together to accomplish the aim of the system. . . . An example 
of a system, well-optimized is a good orchestra” (1994, p. 50). Scholtes 
notes, “Systems consist of subsystems or, if they’re small enough in scope, 
processes. What is the point at which something is no longer a system or a 
subsystem but becomes a process? I don’t know. (When does a ship become 
small enough to be called a boat?)” (Scholtes, 1998, p. 58).
 In this article the term “system” will be operationally deﬁned as the 
network of processes that provides the infrastructure or framework that 
supports the actual work of an organization, the Gemba, as Scholtes calls it. 
“The Gemba is the assembly of critical resources and the ﬂow of work that 
contribute to those efforts that directly add value to the customer” (Scholtes, 
1998, p.76). The infrastructure systems described in this article are non-
Gemba; rather they are those that exist to support the Gemba: the leadership 
system, the team system, the planning system, the communication system, 
the process improvement system, the performance effectiveness manage-
ment system, the compensation and reward system, and the recruitment 
and hiring system. While this article focuses on several important systems, 
there are other systems that are also crucial to library organizational success, 
especially the management information system, the technological system, 
the budgeting system, the fundraising system, and the marketing system.
 Deming believed that most problems in an organization can be at-
tributed to a system, not to people. “In my experience, most troubles and 
most possibilities for improvement add up to proportions something like 
this: 94% belong to the system (the responsibility of management); 6% 
are attributable to special causes” (Deming, 1994, p. 33). Scholtes adds 
his viewpoint on the importance of becoming knowledgeable about orga-
nizational systems and identiﬁes what is wrong with our present systems. 
Among a long list of current systems issues, which he calls “brainshakers,” 
he includes the following:
We look to heroic efforts of outstanding individuals for our successful 
work. Instead we must create systems that routinely allow excellent 
work to result from the ordinary efforts of people. . . . Changing the 
system will change what people do. Changing what people do will not 
change the system. . . . The greatest conceit of managers is that they 
can motivate people . . . attempts (they make) will only make things 
worse. . . . Behind incentive programs lies management’s patronizing 
and cynical set of assumptions about workers . . . Managers imply that 
their workers are withholding a certain amount of effort, waiting for 
it to be bribed out of them. (Scholtes, 1998, p. ix–x)
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 Senge’s works, The Fifth Discipline(1990) and The Fifth Discipline Fieldbook 
(Senge et al., 1994), also have greatly inﬂuenced the theories put forward 
here. Senge brings together the need for systems thinking with the practice 
of other disciplines. “The organizations that will truly excel in the future 
will be the organizations that discover how to tap people’s commitment 
and capacity to learn at all levels” (Senge, 1990, p. 4). His ﬁve disciplines 
outline practices that will enable continuing reﬂection, research, and learn-
ing about organizational systems and human development that can result 
in continuous improvement. Viewing the organization as a system within 
systems and made up of systems (systems thinking), supporting people 
in gaining proﬁciency and pursuing personal visions (personal mastery), 
making conscious our deeply held beliefs and assumptions and examining 
their appropriateness (mental models), developing the capacity to hold 
a shared picture of the future we seek to create (shared vision), and us-
ing dialogue to increase the capacity of groups to learn and discover new 
insights (team learning) are the ﬁve key practices that can unleash the 
potential for organizational learning (Senge, 1990, pp. 5–12). These prac-
tices or disciplines must be embedded in the systems we design to support 
organizational success.
 In a recent essay Senge emphasizes that “Purpose is emergent. It can 
never be speciﬁed by design. . . . Emergence alters design. As purpose 
evolves, so too will function” (Senge, 2000, p. 78). The following examina-
tion presupposes that, as the mission for academic libraries emerges in 
the postmodernist, digital age, there will be a critical need to understand 
how the design of organizational systems support that expanding and, 
perhaps, changing mission. The views expressed are those of the internal 
organization development consultant to one library, which, over the past 
ten years, has prepared for the transformational changes that will occur in 
the twenty-ﬁrst century.
Background on the University of Arizona Library’s 
Evolution as a Team-Based, Customer-Focused, 
Learning Organization
 In 1989 the University of Arizona Library administrators charged a task 
force, the Access and Ownership Task Force, to investigate the impact of 
rising serial prices on the library’s ability to continue to build high-quality 
research collections. Analysis of the effect of internal budget reductions 
and external forces within the scholarly communication process, not the 
least of which were the escalating costs of purchasing and warehousing 
large collections, led the task force to recommend that the library pursue 
an “access” strategy in the future in order to ensure its success in serving 
the university in its vision of being a top-tier Research I institution.1 The 
Task Force also recommended that a new organizational structure would 
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be needed to support this new and very different strategic focus. This rec-
ommendation was in place as the new dean arrived in 1990.
 In 1992 the new dean of libraries recognized the need to develop 
a strategy that would move the library forward strategically and formed 
a steering committee to complete a self-study. The charge included: (1) 
identifying what values, vision, and assumptions should drive the creation 
of an organization that would ensure future success, and (2) deciding (with 
the dean’s input) how that organization should be structured. In 1993 
this committee decided that the library should become a team-based, cus-
tomer-focused, quality, learning organization. After reading the literature 
on organizations and receiving input from staff, faculty, and students, key 
assumptions of this “new” organization were developed by the steering com-
mittee. The following summary describes the thinking of those involved in 
this decision:
A. Increased staff productivity and quality service would ensure that the 
library remained central to the university’s educational and research 
mission despite continued and expected budget reductions. Service 
would become more and more technology based and customers would 
demand self-sufﬁciency.
B. Involvement and empowerment of the entire staff in the new team-
based organization would lead to the development of new capabilities 
that would be needed for a successful future. Teams would “own” work 
processes and set goals that resulted in quality service for customers.
C. Assessment of current and future customer needs would be central 
to strategic planning, prioritization of work, and the allocation of re-
sources. Data and information would be the basis for decision-making, 
not authority and personal experience.
D. Self-accountability and organizational support for personal mastery and 
team learning would result in high performance and commitment to 
continuous learning. Staff would receive support to successfully engage 
in change. This would help the library adapt to a radically different 
model of organization effectiveness and remain ﬂexible enough to re-
spond quickly to changes in the environment.
E. The focus of the organization would be strategically planning for the 
future, investing in continuous process improvement and technologi-
cal innovation as users’ needs change and the capabilities of electronic 
technology transform the way libraries provide access.
 These key assumptions drove not only the creation of a new structure 
but also the need to create organizational systems that supported people to 
be successful in working within that structure. Over the next ten years these 
systems that would support the goals of the library—high performance, 
continuous improvement, cost containment, increased access, satisfaction 
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of future customers as well as the development of a competent, committed, 
successful, and highly motivated staff—were developed.
 The new organizational systems would align together to support the 
culture change. The organizational change would be drastic. The UA Library 
of the 1970s and 1980s was a participative but traditionally hierarchical, non-
technical, inward-focused organization that valued collection building and 
was based on a service model that assumed users’ dependence on mediation. 
The new goals called for a ﬂatter organization with shared decision-making 
and problem-solving responsibilities, utilizing technology for its potential 
to increase access and support innovative, unmediated self-service. External 
focus would help the staff anticipate, meet, and surpass the expectations 
of customers—even as their research and learning needs and expectations 
changed radically. As the nonhierarchical approach took shape, it was clear 
that all the embedded systems that had supported work in the former organi-
zational structure were incompatible with the new structure and goals. Every 
system—from the leadership and hiring systems to work process design and 
performance management—would have to change. Strong commitment to 
the new values and vision held the pioneering group together in the early 
days of experimentation, but it became clear this would not be enough to 
sustain the practices desired in the new organization. Systems aligned with 
goals and principles needed to be created, implemented, and melded with 
the structure and adopted as central to the organization’s culture. Culture 
change would not have been possible without systems change.
 The key driver for the University of Arizona Library’s 1993 restructuring 
was the continuing need to respond to present and future budget reduc-
tions. The need to eliminate non-value-added work, cut costs, implement 
new electronic services, and continuously improve quality as customers 
became more demanding called for a radically different leadership sys-
tem. The steering committee decided to reduce the number of work units 
and to replace traditional positions of hierarchical, managerially focused 
department heads with facilitative leaders of teams. They believed that 
more value-added work could be performed by leader-led teams than by 
manager-led departments. They also believed that staff and librarians, if 
called upon to work at the highest levels of their classiﬁcation and full 
professional abilities, would need little supervision. As leaders facilitated 
agreement on mission, vision, and values, conﬂict would be minimal; as staff 
were empowered to participate fully in decision-making, the need to man-
age people in a hierarchical supervisory system would be greatly reduced. 
Facilitated group decision-making would replace the need for unilateral 
managerial decisions and would actually increase the quality of decisions 
made, as well as the commitment to implementation.
 Functional, or permanent, teams and cross-functional, temporary, teams 
would work together to accomplish strategic work. Assessment would lead 
to “just in time” projects. As learning increased, quality would increase. As 
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customers’ needs changed, the organization would be able to restructure 
to respond appropriately. Staff would not just have a job, they would be 
members of the organization, working where their skills were needed, com-
pleting projects and moving on to other more strategic work. This vision 
was consistent with then-current organizational theories.
Today’s organizations are evolving into federations, networks, clusters, 
cross-functional teams, temporary systems, ad hoc task forces, lattices, 
modules, matrices—almost anything but pyramids with their obsolete 
top-down leadership. Organizations that want to be in the phone book 
in 2005—will be led by leaders who encourage healthy dissent and val-
ues those followers courageous enough to say no. Success will go to the 
leader who exults in cultural differences and knows that diversity is the 
best hope for long-term survival and success. (Bennis, 2000, p. 121)
 The UA Library continues to function within the team-based, shared 
leadership model. Responsibility and authority for decision-making is shared 
throughout the organization among the functional and cross-functional 
teams and leadership groups. To a large extent, strategic planning and bud-
geting decisions are made by standing cross-functional teams appointed by 
the Library Cabinet, the library-wide leadership group. Teams are charged 
to decide their own annual plans based on assessment of implicit and 
explicit, present and future needs of customers. Technical infrastructure 
systems are designed by cross-functional teams using a formal systems analy-
sis approach. Restructuring of teams and redesign of work processes often 
occurs after formal process improvement studies have been conducted by 
cross-functional teams. All teams are guided to seek ways of reducing costs 
while increasing quality.
 The discipline of personal mastery is embedded in all systems. Staff 
and librarians volunteer for and lead cross-functional teams, step in to ﬁll 
team-leader vacancies, and participate fully in library-wide dialogues, shar-
ing responsibility for continuous improvement. In addition, although all 
functional team leaders report directly to the dean, most library-wide policy 
and budget decision-making is delegated to the ﬁfteen-member Cabinet, 
where decisions are made by consensus. All faculty and staff search teams 
utilize consensus decision-making, with the dean joining the team for fac-
ulty searches. Leadership responsibilities for communicating externally 
involve subject experts as well as team leaders. Liaison responsibilities with 
the campus deans and faculty are delegated to the team leaders and teams. 
The dean and Cabinet play a strong role in guiding and supporting teams, 
questioning draft plans, and giving input to proposed solutions and methods 
for improving services, but ultimate decision-making authority lies with the 
teams. Each cross-functional team is charged with gathering and analyzing 
data, assessing needs, benchmarking good practices, and choosing alternate 
methods for resolving issues or creating new services or structures. Data, 
analysis, and experimentation guide the decision-making process.
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 Leadership support provided by the internal organization develop-
ment (OD) consultants has been critical to sustaining this model. In 1993 
training in facilitative leadership skills, teambuilding, facilitation of meet-
ings, and communication of the guiding principles was the primary focus. 
In 1994 and 1996 training was needed in initiating process improvement 
approaches, helping teams to integrate tools, and techniques for group 
decision-making and problem-solving. As the team-based organization ma-
tured, consulting on organization design and facilitating the integration 
of non-Gemba organizational systems became the leadership focus of these 
OD personnel helping the organization to apply new theory and practice. 
Kotter notes that in any change process, “consolidating gains and produc-
ing more change” is critical. In order to be ultimately successful, Kotter 
contends, the organization must be committed to “Changing all systems 
and structures that do not ﬁt together and don’t ﬁt the transformation 
vision; hiring, promoting, and developing people who can implement the 
change vision; and reinvigorating the process with new projects, themes, 
and change agents” (Kotter, 1996, p. 21). Alignment of systems is critical 
to success; misalignment will not only cause confusion for the members of 
the organization but potentially derail the change vision itself.
 During this ten-year journey the UA Library has recognized that cus-
tomers and stakeholders are the focus of all library initiatives. The staff 
bring their collective professional values, vision, and commitment to qual-
ity to problems customers encounter ﬁnding information, accessing the 
cultural record, learning, and contributing to the continuing development 
of knowledge. Many successes have put the UA Library in the forefront of 
academic libraries.
Developing the Non-Gemba Organizational Systems
 The development of organizational support systems is time consum-
ing and challenging. Each system requires rethinking of system goals and 
processes. Design of new systems requires broad organizational and human 
resource knowledge. Systems that are deeply embedded in a hierarchical 
culture are not easy to replace. A feeling of loss, a sense of confusion, and 
lack of understanding of the reasons for change often lead to difﬁculties 
in the implementation period. Constant assessment and reﬁnement of 
the system are required. New members, new leaders, and new external 
challenges keep the development of the systems in ﬂux. The dynamic and 
complex change process demands that the leadership system be developed 
ﬁrst. The order of descriptions of each system below reﬂects, generally, 
the order in which the UA Library developed its present organizational 
infrastructure, although there may be a more logical order of approach. 
It should also be recognized that parts of these systems need to be put in 
place simultaneously and as early as possible. Adherence to basic principles 
such as empowerment, accountability, and personal mastery, and the goals 
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of maximizing capacity, supporting change, being responsive to custom-
ers’ needs, and demonstrating a return on investment for stakeholders are 
paramount concerns during the design and implementation periods. Each 
of the goals of selected systems will be described, methods for creation sug-
gested, and challenges outlined in the context of what has been learned at 
the University of Arizona over the past ten years.
The Leadership System
 Heifetz and Sinder (1988), in studying the mid-twentieth-century lit-
erature on leadership, note that during this period a leader’s capabilities 
to create and articulate a compelling vision, combined with interpersonal 
skills that enable others to commit to and participate in whatever it takes 
to reach that vision, characterized the modernist theory of leadership. 
They reported that the complex nature of current organizations and the 
rapidly changing environment have led to a new view of leadership. Ke-
gan agrees with their postmodernist view that in this new environment of 
constant change, successful leaders lead by “providing context in which all 
interested parties, the leader included, can together create a vision, mis-
sion, or purpose they can collectively uphold” (Kegan, 1994, p. 322). In 
this postmodernist view, the era of the hero leader has passed, and a new 
model of collaborative, facilitative leadership emerges.
 The leader’s role is to facilitate a shared leadership system, creating 
an organization that successfully capitalizes on the total competence of its 
members and is ﬂexible, strategic, action oriented, and learning focused 
in an environment of radical change. The role of the facilitative leader 
is that of teacher, architect, visionary, steward, and guide (Senge, 1990; 
Scholtes, 1998; Bennis, 2000). The facilitative leader recognizes his/her own 
incomplete knowledge and at the same time appreciates that wide-ranging 
information, opinion, data, cultural perspective, technological skill, and 
varying experience are critical to organizational success. The facilitative 
leader guides and inﬂuences and insists on accountability to customers. 
Internally, he/she supports continuous dialogue, fact checking, testing, 
assumption questioning, and the creation of vision that will focus the or-
ganization on a successful future. The leader orchestrates the creation of 
a culture through the development of systems that mine the full capability 
of the organization, allocating leadership responsibilities to teams on ev-
ery level throughout the organization. Dew (2003) also recommends that 
leaders focus on studying organizational systems to uncover the beliefs and 
behaviors that shape these systems and ask whether there is congruence 
between belief, behavior, vision, and purpose. Along with Deming and oth-
ers, Dew holds that it is the job of leadership to uncover the root causes of 
lack of quality in an organization and to develop a culture and systems that 
support quality. He purports that a dysfunctional belief system embedded 
in a leadership system will cause an organization to fail to reach its quality 
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goals and challenging vision. His list of dysfunctions include placing bud-
getary, schedule, and political considerations ahead of quality; being arro-
gant; lacking fundamental knowledge, research, or education; pervasively 
believing in entitlement; and “practicing autocratic behaviors that result in 
endullment [sic]” (Dew, 2003, pp. 4–7). People hear the quality message 
and leaders embrace the quality lingo, but when quality principles and 
philosophy run into the deeply entrenched dysfunctional belief system in 
these organizations, quality is tossed out and condemned. Managers deni-
grate quality concepts as a fad and return to their focus on costs, schedule, 
political manipulation, arrogance, ignorance and entitlement.
 At the heart of such leadership system dilemmas are what Argyris calls 
“dominant theories in use” or “Model I” theories (Argyris, 1985, 1990, 
2000). He holds that values represented in actions, actual behaviors, and 
their consequences are predictable because of a basic belief system associ-
ated with the modernist leadership system—that leaders must be in control, 
must appear to win, and must suppress negative feelings. In response to 
these beliefs, leaders actually behave in this way by advocating views, evalu-
ating performance, and attributing causes or explanation without actual 
research or the intention of creating “actionable knowledge.” Overall, Ar-
gyris concludes that Model I behaviors combine with Model I values:
The governing values (in Model I) include Be in unilateral control; 
Win, do not lose; and Suppress negative feelings. The three dominant 
action strategies (Model II) are Advocate views, Evaluate performance, 
and Attribute causes or explanations. When these are produced con-
sistently with Model I values, they will result in defensive consequences 
such as escalating errors, self-fulﬁlling prophesies, and self-seeking 
processes. (Argyris, 2000, p. 421)
Ultimately, routine learning, not transformational learning, occurs. Dew 
points out that this culture becomes self-perpetuating as those who are se-
lected for promotion are those whose espoused values and visible behaviors 
reﬂect the larger managerial group. “If few quality managers make it into 
senior management positions, it may be because, in some organizations, 
senior management does not really believe in the quality concepts” (Dew, 
2003, p. 6). It is very challenging in this Model I world to change the lead-
ership system to one of collaboration, learning, and facilitation.
 “Dialogue, reasonableness, and fair treatment of alternative points of 
view,” though “difﬁcult and sometimes impossible to attain” (Kegan, 1994, 
p. 328), are an integral part of a shared leadership system. Development of 
consensus as opposed to the development of group agreement to a single 
leader’s vision or espousal of a “right” theory is the goal. All staff partici-
pate in leadership with the facilitative leader teaching; sharing information 
that only he/she has; prodding the group to engage fully in discovering 
“reality”; and engaging in inquiry and advocacy to increase the quality of 
thinking. Guiding the group to closure through synthesis and summary, 
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checking for consensus, and communicating to other important groups 
and constituents become the primary roles of this new leader.
 Methods for Creating the Leadership System A signiﬁcant investment in 
leadership training is needed to support a shared leadership model. Team 
leader job descriptions must shift from a managerial focus, with emphasis on 
in-depth subject expertise and supervisory experience, to a leadership focus, 
with emphasis on interpersonal and facilitation skills, visioning capabilities, 
and a commitment to consensus building and the success of others. Expecta-
tions for team leaders need to be communicated and training provided.
 Leadership training retreats, which can be facilitated by campus or 
national trainers, convey the principles and practices of facilitative leaders 
and teach approaches to leading group planning, problem-solving, and 
consensus decision-making. The Association of Research Libraries Ofﬁce of 
Leadership and Management Services provided consultation and training 
to the UA Libraries. In addition, new leaders were sent to national semi-
nars and conferences related to leadership in team-based organizations. A 
community of practice, the Team Leader Learning Network, was formed, 
as recommended by MetaWest Consultants, Inc., to enhance collaborative 
learning of teams and work team leaders who had both managerial and 
leadership responsibilities. Supervisory responsibilities, although reduced, 
have not completely disappeared.
 Developing a shared leadership system requires learning new tech-
niques and tools—facilitation, planning, problem-solving, and decision-
making tools—the tools “for continuous improvement and effective plan-
ning” contained in the Memory Jogger II (Brassard & Ritter, 1994), which 
provide the formal means for involving groups in quality improvement and 
learning. These graphic tools outline steps in the research process and teach 
analytical approaches that assist groups in discovering new ideas, observing 
and gathering “objective” data, jointly analyzing reality, and developing 
tests and piloting experiences to assess the ultimate value of decisions. In 
addition to proﬁcient use of these tools, the facilitative leader reminds the 
group of the mission, context, and future vision and provides synthesis and 
feedback. The leader facilitates the full engagement of diverse, knowledge-
able people with differing interpersonal skills and varied perspectives.
 Challenges and Learnings The deeply embedded cultural view of the 
leader as knowledgeable expert whose vision should be accepted and who 
has overall control of decision-making is a major barrier to development of a 
shared leadership model (note Argyris, 2000, p. 421, above). The facilitative 
leader not only has to constantly communicate that he/she “doesn’t know,” 
he/she has to develop techniques for helping others, the “followers,” to 
recognize that they have knowledge to contribute that is valid, useful, and 
critical. Facilitative leadership is about helping others discover their own 
leadership capability and the vision within themselves that integrates with 
others’ visions to cocreate a sustainable and valuable future picture that 
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calls for enrollment and commitment. Facilitative leadership goes beyond 
gaining “buy-in,” using external rewards or the honor of positive associative 
relationships with individual leaders to gain compliance (Senge, 1990, pp. 
218–219). The successful facilitative leader builds leader-like followers, who 
develop skills and act successfully because of their own intrinsic motiva-
tion and the opportunity to actualize their own capabilities. The facilita-
tive leader’s greatest virtue is humility. Whereas the modernist leader of 
the early to mid-twentieth century viewed him/herself as out front or at 
the top, the postmodernist leader of the twenty-ﬁrst-century organization 
recognizes that leadership is a collaborative process; the leader at the top 
is one among many and all staff assume a variety of leadership roles.
 Another challenge for the facilitative leader is the lack of training in 
managing conﬂict. The leader’s role in a high-performing organization is 
to uncover conﬂict, to discover differentiation among viewpoints, and to 
seek integration that leads to new thinking (Lorsch & Allen, 1973, p. 181). 
Engaging in explicit efforts to surface conﬂict is culturally uncomfortable, 
time consuming, and contrary to an inherent bias for control. The process 
of building convergence requires ultimate commitment to the value of 
diversity, skill in moving from dialogue to skillful discussion and decision-
making (Senge, 1994, p. 386–387), and a concentration of focused time. As 
external forces and the revolution of customer expectations appear to call 
for more timely decisions, sharing leadership appears to be counterintui-
tive. Taking time to develop decisions that are based on research, analysis, 
and the building of consensus challenges the deeper belief system that 
leaders must respond quickly and appear authoritative. Facilitative leaders 
experience a constant tension between learning and performing; involving 
and moving forward; gathering data, analyzing, and examining alternatives 
while pressured to achieve results.
 Naming a speciﬁc group of leaders as team leaders and appointing 
them to a cabinet or top-level council leads to mistaken assumptions that 
other areas of leadership are “less important” or “less valid.” It is difﬁcult to 
maintain the “picture” of the widely shared leadership system, with respon-
sibilities spread throughout the organization, when one group assumes a 
stronger role in providing guidance. True delegation of decision-making is 
critical. At the UA Library, the Strategic Planning Team decides on a ﬁve-
year plan and then funds and guides the development of annual action 
strategies. The Information Resources Council allocates the $8,000,000 
information resources budget. Policies internal to a team’s processes and 
services are developed and implemented by those teams. This sharing of 
decision-making authority is critical to a shared leadership system.
 Investment in leadership training of staff with wide-ranging abilities is 
challenging. As capabilities grow, however, the organization is able to reap-
ply newly learned skills and respond more quickly to create new services 
and technologies. The deep investment in training and staff development 
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comes with risks—as staff develop leadership skills, they may pursue pro-
motions elsewhere in more hierarchical organizations. For some, the op-
portunity to stay in the library and utilize these skills over time in a variety 
of projects is enough of a reward. For others, leaving the organization for 
immediate increases in salary and positional status becomes a better option 
(Scholtes, 1998, p. 375). In the early 1990s there was no system in place at 
the UA Library to signiﬁcantly reward those who accepted the leadership 
challenge. A compensation system needed to be developed that rewarded 
those who stepped forward and accumulated and practiced leadership skills 
(see below in the section on compensation).
 In looking at the leadership system from a staff perspective, the very 
newness of the team approach required a gradual evolution of the leader’s 
facilitative role. Staff were familiar with a model of managerial supervision 
with individual work assigned by and performance appraised by supervi-
sors. Rewards and recognition came from hierarchical authorities. As the 
team system was implemented some preferred this more passive model and 
challenged the facilitative leadership approach. Not only did the leaders 
have to learn to behave differently, they had to support change in how 
staff approached their work, helping them to expand their capabilities and 
responsibilities to participate in the leadership system.
 Facilitative leaders are sometimes forced by external policy require-
ments to perform the role of evaluative managers. They also continue to be 
responsible for addressing the few predictable, but time-consuming, person-
nel problems that result when staff demonstrate less than full commitment 
to the vision, goals, and team practices. It takes time and patience to uncover 
the source and investigate what other systems might be contributing to 
the problem. Facilitative leaders have to look for systems problems when 
performance is unsatisfactory. Did the hiring process result in a mismatch? 
Did the orientation process fail to prepare the new staff member? Was the 
training system adequate? Was the mentoring and performance manage-
ment process failing? Listening, learning, and analysis are very integral to 
the facilitative leaders approach. Recently, in-depth training and practice 
in the use of a nonhierarchical, facilitative, ﬁve-step process for confront-
ing and collaboratively solving performance problems, called Constructive 
Dialogue, has been introduced as a tool that combines good supervisory 
practice with the team systems approach. Constructive Dialogue stresses the 
importance of direct feedback, which is offered to support positive change, 
and active listening, which is designed to help all parties understand, ana-
lyze, and choose the best courses of action (Ray, 2002).
 The leadership system in an organization that is involved in continuous 
improvement and learning requires a major investment of time, training, 
and assessment. Alignment of individual efforts with system goals needs to 
be continually observed. Feedback is critical for sustained development. The 
assignment of other responsibilities (such as involvement in consortial part-
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nerships and regional and national change efforts) also needs to be shared 
so as to not overburden those in “established” leadership positions, as well as 
to provide opportunities for others to fully participate in the shared leader-
ship system. A particular challenge comes from the hierarchical systems that 
surround a library choosing a shared leadership model and expectations 
that “the” leader, the one with the relevant title, attend external committee 
meetings or administrative councils. If not resisted, this pressure can add to 
the difﬁculty of sustaining the shared leadership model. Nominal member-
ship with generous “back-up” attendance or actual delegation of responsi-
bilities for external political appointments will strengthen the commitment 
to introduce and gain the beneﬁts from a shared leadership model—wider 
learning, increased capacity, opportunity for self-development, and, ulti-
mately, broader and deeper commitment to vision and goals.
 Developing a shared leadership system has enabled the UA Library to 
have major successes with a constantly decreasing base of staff resources 
and a steady base of ﬁnancial resources. Staff-driven strategic planning and 
budget allocation, transformational change in the quality and efﬁciency of 
processes, and the current implementation of innovative technologies that 
support anywhere, anytime, tailored access to information are examples of 
successes of the shared leadership system.
The Team System
 The primary goal of creating team systems as the basic organization 
of work is to increase organizational performance. Teams are “discrete 
units of performance, not a positive set of values” (Katzenbach & Smith, 
1993, p. 21). This premise is often lost when discussing the current trend 
to organize work units into teams. Performance enhancement is gained 
by increased involvement, collaborative learning, challenging the qual-
ity of individual thinking, and discovering new realities. Mutual account-
ability is central to team performance. Katzenbach and Smith’s research 
revealed that where discipline, understanding, and practice in teamwork 
skills have been absent, teams have “failed” to produce new thinking or 
advance performance. Often when this occurred, team systems themselves 
were criticized. Most researchers ﬁnd that the lack of understanding of what 
comprises a good team system, the lack of appropriate support and train-
ing, and the lack of performance expectations are the major contributors 
to failure (Katzenbach & Smith, 1993; see also Lencioni, 2002; Howard & 
Miller, 1994; Wheelan, 1999; and Yeatts & Hyten, 1998, among others, for 
the many challenges associated with building high performing teams).
 Where Katzenbach and Smith found high-performing teams, this deﬁ-
nition applied: “A small number of people with complementary skills who 
are committed to a common purpose, performance goals, and approach 
for which they hold themselves mutually accountable” (Katzenbach & 
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Smith, 1993, p. 45). Trust, respect, interdependence, and collaboration 
deﬁne teamwork.
 When faced with the need to constantly improve organizational capabil-
ity, teams give employees “opportunities to make independent decisions, 
collaborate, recognize and solve problems, and develop new approaches to 
accomplish tasks. Out of this process naturally come innovations that help 
the entire organization and its community thrive” ( Johnson & Johnson, 
2003, p. 1). Viewing teamwork as a system that requires discipline, structure, 
and training in interpersonal and group process skills that result in high 
performance helps facilitate the results expected.
 Signiﬁcant performance challenges can energize teams regardless of 
where they are in an organization. Organizational leaders can best foster 
team performance by building a strong performance ethic rather than by 
establishing a team-promoting environment alone. Biases toward individual-
ism exist but need not get in the way of team performance. Discipline—both 
with the team and across the organization—creates the conditions for high 
team performance (Katzenbach & Smith, 1993, pp. 12–14).
 Methods for Creating the System Creating a team system requires the cre-
ation of performance goals and an accountability system, as well as the rede-
sign of work units around related processes. After adopting the key principle 
of customer centeredness, the UA Library chose to organize teams as much 
as possible around speciﬁc customer groups that had “needs” in common. By 
organizing around customer groups (existing colleges, undergraduates, and 
staff), teams adopted the performance challenge of assessing and respond-
ing to new needs of their assigned customer groups. As customers’ needs 
changed, the teams would need to change processes, develop innovative 
services, adopt new technology, or redesign work to improve quality.
 Some teams, however, remained organized around work processes that 
resulted in services to all customers. The performance challenge for these 
teams was to discover the capabilities of their processes and engage in con-
tinuous improvement. They also had to assess whether the processes they 
managed were still relevant and value added. As customer needs changed, 
these teams transformed and acquired ownership for new processes.
 As the UA Library moved from a hierarchical departmental structure to 
a team system, many steps were involved. System-wide design and description 
of teams was accomplished by two sets of cross-functional “design” teams. 
Recruitment and appointment of team leaders, with the newly developed 
role of “facilitative leadership,” was accomplished by a cross-functionally 
elected selection team, which practiced consensus decision-making, a key to 
team system success. The new team leader group, using a Knowledge, Skills, 
Abilities, and Interest (KSAI) Inventory completed by each staff member, 
assigned staff to the new teams. Development of team missions, visions, and 
customer identiﬁcation followed. Identiﬁcation of subunits of work around 
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which to organize teams and work teams was decided by each team. Lastly, 
team leaders facilitated the setting of team and individual goals.
 As Katzenbach and Smith make very clear, clarity of purpose, explicit 
performance expectation, the utilization of good data gathering and analy-
sis techniques, group meeting management, and planning and decision-
making skills are key to the success of teams. Permanent teams review their 
mission, vision, processes, and quality standards (measurable goals) annu-
ally. Teams’ goals are reviewed for alignment with the library-wide strategic 
plan, as well as customers’ expressed and unexpressed present and future 
needs. Teams should focus primarily on discovering what customers will 
need in the future. “The fact is that the customer expects only what you and 
your competitor have led him to expect. He is a rapid learner” (Deming, 
1994, p. 7). Managing the present processes, planning for the future, and 
evaluating performance become the team’s focus.
 While permanent teams have mission and goal frameworks within which 
they plan their annual work, cross-functional project or study teams are 
given a clear charge explaining their purpose, the problem or opportunity, 
parameters, products/outcomes, resources, suggested approaches, report-
ing relationships, roles, and timeframe (milestones and deadlines). Skills 
and knowledge required for the team to be successful are included in the 
charge and guide the appointment process. All teams are coached to focus 
ﬁrst on outcomes for customers, using data (not the opinions of “internal 
experts”), benchmarking, gathering information, engaging in dialogue, 
and seeking feedback. Before implementing decisions, piloting or testing 
their validity is advised. Successful teams base decisions on research and 
learning rather than on groupthink or quick agreement on what might 
constitute good practice.
 All teams receive facilitated team-building in which the charge is re-
viewed for mutual understanding; team members share what skills, expe-
rience, level of commitment, and interest they bring to the team’s work; 
ground rules or norms for team behavior are developed; meeting manage-
ment techniques are reviewed; and project planning tools are presented. 
Depending on the type of team and experience of team members, training 
in the use of quality tools, assessment techniques, consensus decision-mak-
ing steps, or other group process approaches is also provided.
 The commitment to performance is reinforced through the involve-
ment of all members of the team in either developing the team mission, 
vision, and goals (in a functional team) or reviewing and questioning and 
coming to shared agreement about the charge (in a cross-functional team). 
Teams report progress regularly to the whole library, and the Cabinet leader-
ship group is charged with supporting their success. Changes in deadlines, 
direction, and/or resource support are negotiated if needed, but teams 
are encouraged to ﬁnd ways to accomplish the desired result and live up 
to the “performance challenge.” As Katzenbach and Smith predict, teams 
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that follow good practice and receive adequate training are largely suc-
cessful. Many teams at the UA Library have developed innovations that are 
now benchmarked by other academic libraries. Others have designed and 
implemented leading-edge systems and award-winning services.
 Challenges and Learnings In their research on hundreds of organiza-
tions, Katzenbach and Smith found that, although the power of teams 
was understood as making a difference in performance, most people “did 
not apply what they already knew about teams in any disciplined way and 
thereby miss the performance potential” (1993, p. 12). They point to the 
primary sources of people’s reluctance about teams and potential causes 
of team failure:
1. Lack of conviction—Belief that teams will waste time, that meetings are 
destined to be unproductive, that people cannot work well together 
without hierarchical control, and that empowerment is dangerous 
contributes to this cause of failure. Lack of conviction leads to lack of 
training or only superﬁcial implementation of team systems. Teams are 
not wholly empowered with decision-making authority or given a wide 
berth for discovering creative and new solutions. A true performance 
challenge is lacking. Teams also are not given clear goals and timelines, 
which leads to a lack of productivity.
2. Personal discomfort and risk—Risk, personal discomfort, and conﬂict are 
some of the feelings associated with teamwork. Many people are un-
skilled in how to interrelate with others; some prefer to work alone. 
Others are wary of the requirement to commit to the work entailed in 
coming up with a new solution or a different, expected outcome. Others 
fear the reliance on others’ contributions for achieving success. One 
of the biggest barriers to teamwork is our cultural value of individual 
performance, responsibility, and reward.
3. Weak organizational performance ethics—Where leadership lacks the ability 
to demand organizational performance and accountability, teamwork 
will not be able to be successful. Where politics and not performance are 
the ways in which people are promoted, rewarded, or recognized, the 
openness, trust, and commitment to mutual accountability needed for 
team success is not present. Team promotion is not enough to sustain 
a team system. Emphasis on and expectations for outcomes, results, 
innovations, and learning are essential to a successful team system.
 There have been many challenges involved in designing, developing, 
and supporting the team system at the UA Library. The amount of learning 
needed to be successful, as described above, is substantial and ongoing. As 
teams change membership and as new leaders are appointed, sustaining 
the skills and practices becomes difﬁcult. A programmable approach to the 
basics was initially successful, but a just-in-time facilitated approach became 
the more successful method over time (Diaz & Phipps, 1998).
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 Organization of teams by customer groups predetermines that some 
teams will share ownership for similar processes. Team boundaries nega-
tively affect the goal of team learning as teams tend to isolate and work in 
silos. Communication strategies need to be developed that allow for sharing 
data, experience, and analysis across teams (see below in the section on 
communication).
 Working together to accomplish team planning, assessment of progress, 
problem-solving, and critical decision-making is contrary to the embedded 
culture of “managerial control.” For those learning facilitative leadership 
skills, the time required to accomplish real involvement and develop shared 
accountability becomes a major challenge. Supporting team members to 
participate fully requires the development of trust and the true delega-
tion of power to the team. Facilitation skills are needed to focus meetings 
and save time. Accountability for mutual support of learning as well as 
accountability for improved customer service must be structured into the 
performance system that supports a team system (see the section on per-
formance below). As Kotter points out, “convincing evidence that all the 
effort is paying off” is critical to the change process (Kotter, 1996, p. 119). 
The tension between learning and performing must be managed carefully 
so that each keeps pace with the desired results—building capacity and 
improving outcomes for customers—in the short and the long term.
 One of the major challenges for librarians involved in creating team sys-
tems is the counterculture of “professionalism” (Lakos & Phipps, 2004). The 
professional education system has created a structure that shapes graduates 
into individual professionals, preparing them for organizational systems in 
which they are rewarded for individual expertise and individual continu-
ing education based on formalized, externally based learning. The team 
systems approach highly values collaborative learning that comes from 
shared experience on the job. The team system aligns individual goals to 
the needs and goals of the team and requires sharing; opening oneself up 
to change and inﬂuence; and engaging in giving and receiving honest, 
constructive feedback from peers. As such, the team system is not very 
compatible with the current hierarchical model found in most libraries. 
The “command and control” organizational model militates against the 
success of team systems. The internally focused supervisory structure, in 
which single managers decide on unit priorities and organization of tasks, 
is strongly embedded in our work culture and is contrary to the externally 
focused, customer-driven model of accountability (Cullen, 1998).
 As turnover occurs, recruiting new members to a team-based organiza-
tion needs to take into account that preference for and the ability to work in 
teams will greatly increase the success of new employees. Job descriptions that 
stress qualiﬁcations of individual expertise and formal education, years of 
experience, and interpersonal skills useful in a hierarchy need to be changed 
as teams engage in recruitment and selection of new members. The difﬁcul-
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ties of projecting what skills will be needed in the team system, as well as the 
ability to screen for teamwork skills, can result in hiring members who do 
not have similar values nor the ability for collaborative work and learning.
 As new members join, a concerted effort to acculturate them to the 
team systems approach is necessary. Why the organization has chosen a team 
systems strategy should be fully explained, followed by training in teamwork 
skills. As the team system develops and becomes more successful and lead-
ers practice facilitative leadership, new members, appropriately hired for 
teamwork skills, commitment to personal mastery, and a preference for 
collaborative work in a learning environment, as well as the opportunity 
to engage in shared leadership, can quickly contribute to the team’s suc-
cess. Orchestrating all of these factors, given the cultural pull of hierarchy 
and individual professionalism, is a major hurdle to implementing team 
systems. The development of other infrastructure systems is critical to the 
successful development of team systems.
The Planning System
 Developing a system for envisioning, planning, and taking organiza-
tional strategic action to assure future success is a requirement for any 
organization that foresees a need for its core services in the future. A stra-
tegic planning system that deﬁnes a common destination, sets direction, 
and involves members in taking action is the ideal system for surviving in a 
rapidly changing environment. Too many planning systems fail to provide 
strategic direction, become outdated quickly, and stop short of action plan-
ning and continuous review.
 Hoshin planning, a system that incorporates Total Quality Manage-
ment principles, is a model worth investigating for implementation in a 
shared leadership and team systems–based organization. Derived from the 
Japanese phrase Hoshin Kanri—Hoshin meaning shining metal compass or 
pointing direction and Kanri meaning management or policy (Bechtell, 
1995, p. 17), Hoshin planning focuses and aligns the organization to achieve 
the highest quality for customers by conducting continuous improvement 
mechanisms and involving groups in the discovery of innovative break-
throughs. By focusing on the few vital goals that must be accomplished for 
long-range future success and deploying human and ﬁnancial resources 
strategically to accomplish the actions necessary to reach these goals, the 
planning process guides the choices to invest in future value for customers 
and build the capacity necessary for that success.
 Linking staff actions to future priorities leads to the success of this 
planning system. “Hoshin planning is not a strategic planning tool; it is 
an execution tool. . . . It translates the strategic intent into the required 
day-to-day behavior” (Bechtell, 1995, pp. 17–18). Collective strategy and 
action planning, gained through a “catch-ball” approach of successive team 
involvement and extensive communication across the organization, also 
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enhances success. The Hoshin approach also utilizes quality tools (afﬁn-
ity charts, force-ﬁeld analysis, decision matrices, etc.) that support team 
management of planning and decision-making. Ongoing evaluation of 
progress facilitates learning and continuous improvement.
 Most libraries have been creating long-range planning documents for 
some time—setting annual priorities, assigning work, and managing indi-
vidual performance in support of the administratively established goals. The 
Hoshin strategic planning system differs from this Management by Objec-
tives (MBO) approach to planning. Management by Objectives planning 
is designed to manage individual performance and focuses on individual 
achievements. Hoshin calls for organizational problem-solving that leads to 
breakthroughs for customers and focuses on developing staff capabilities. 
Individual managers are responsible for MBO execution; teams, utilizing 
quality tools, research, and data, have the responsibility in Hoshin planning. 
MBO plans for and reviews short-term results; Hoshin planning aligns the 
organization to long-term directions and continuously reviews progress. 
MBO usually creates lists of goals for every department; Hoshin requires 
whole-organizational focus on the few critical strategies that will yield the 
greatest beneﬁt and ensure competitive advantage (King, 1989).
 Methods for Creating the System Steps to follow when implementing this 
strategic planning system include:
1. Choosing the focus—Make the current state of the organization visible—in-
clude an assessment of customers’ future needs and the current process 
capabilities to succeed, as well as environmental forces that will affect 
both the suppliers of the organization, process capabilities of the orga-
nization, and customers’ and stakeholders’ “new” expectations. Deﬁne 
what the organization wants to be in the future and outline the vision 
direction. Identify what the organization needs to focus on to achieve 
its vision and goals.
2. Aligning the organization—Develop annual targets with clear measures 
of success. Develop clear means or strategies for how to achieve these 
targets. Communicate the targets and strategies throughout the orga-
nization. Finalize the three- to ﬁve-year plan.
3. Implementing the plan—Execute the plan by involving teams in action 
planning and assignment of responsibility for implementation. Monitor 
progress throughout the implementation.
4. Reviewing and improving—Diagnose and correct problems as soon as 
possible and at the level closest to the problem. Disseminate learning 
throughout the organization. Monitor and improve results, the plan, 
and the planning process. Recognize and celebrate progress (King, 
1989, p. 17).
 Because involvement is key to successful strategic planning, it is best 
that a team representing different areas of the library be appointed and 
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trained in the Hoshin approach. Visioning as a community, developing the 
organizational values, widespread discussion of the need to focus on the 
future, seeking input to planning efforts, and training in the use of plan-
ning tools lead to the development of interest in , understanding of, and 
commitment to the resulting plan and strategies for action.
 The Hoshin planning system also requires that systems are in place to 
gather data and assess potential and actual customers now and in the fu-
ture (see section on management information below). A natural outcome 
of utilizing the Hoshin approach is the reinforcement of the need for an 
external organizational focus. A current situation analysis helps staff recog-
nize environmental inﬂuences and the effects on the library of changes in 
the larger systems of higher education, demographics, regional and global 
economics, and technology. The case for change should be embedded in 
the planning system. If staff conduct the planning processes and use quality 
tools, in addition to increased innovation, commitment is enhanced for 
taking on new work and moving in new directions.
 Challenges and Learnings Initially, Hoshin planning is time consuming. 
Alignment of the entire organization and focus on the few critical strategies 
are unfamiliar to those who have engaged in a MBO type of planning. In 
addition, this approach to planning requires the same culture changes as-
sociated with the team system and a shared leadership system. Hoshin is a 
methodology to deploy the voice of the customer along with breakthrough 
strategies; to control the means and methods, not just the results; to focus on 
continuous improvement, not a calendar-driven system; and to emphasize 
frequent reviews up and down the organization. Hoshin focuses on strategy 
management, not personnel performance appraisal. It is a methodology to 
manage change and to align and coordinate key business systems to achieve 
speciﬁc breakthrough targets (Bechtell, 1995, pp. 19–22).
 Collaborative planning has its challenges. Cocreating a clear and chal-
lenging vision and developing shared meaning about current reality may 
cause stress for those newly involved in shared leadership. “The key to more 
effective creativity . . . is creative tension, the tension between vision and 
reality” (Senge, 1990, p. 226). Staff have been acculturated to expect that 
“the leader” will provide a vision. Some leaders and some staff are reluctant 
to share this responsibility. Learning to gather information for a current 
situation analysis takes patience.
 Identifying, describing, and gaining agreement on terminology for 
the library’s mission and critical processes and agreeing on appropriate 
performance measures are new tasks for staff who formally were only in-
volved in the actual Gemba processes such as reference, instruction, and 
collection development. Narrowing the focus of the plan to the “critical 
few” in order to maximize the allocation of resources is uncomfortable 
for an organization that has tried to do everything and serve everybody. In 
most organizations strategic planning starts with an estimation of budget. 
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Plans are limited to budget availability. In a Hoshin system, “budgeting-
to-plan” is the methodology followed. Ensuring commitment to the plan 
by maintaining continual involvement, engaging in dialogue, and giving 
feedback calls for a different use of organizational time.
 The steps in the Hoshin planning system are not foreign to libraries, 
however. Hayes concurs on the importance of alignment and integration 
of the three levels of management (strategic, tactical, and operational) 
(Hayes, 1993, p. 4). He points to the disadvantages of “generic” strategic 
planning as being that “it ties planning to what is currently known, and 
thus may fail adequately to recognize potentials that depart radically from 
present trends” (Hayes, 1993, p. 4).
 Hoshin planning, by involving all levels of the organization through the 
catch-ball method and involvement of teams, provides the “performance 
challenge” important to staff commitment in the team system and rein-
forces the shared leadership model that enables more information and di-
verse perspectives on the changing environment to inﬂuence the choice of 
breakthrough actions. The UA Library’s successful implementation of this 
planning system started simply, using existing data and the knowledge of 
staff. Gradually skills in environmental scanning, data collection, process 
description, and SWOT (Strengths, Weaknesses, Opportunities, Threats) 
analysis were developed. Using the catch-ball approach, the Strategic Long 
Range Planning Team appoints action planning teams who appoint project 
implementation teams. All of these teams successfully use quality tools and 
process improvement steps (see section on process improvement below) to 
achieve better service for customers and reduce costs for the organization.
The Communication System
 Once an organization has decided to implement a team system and 
support continuous learning, a communication system must be developed. 
Traditional, hierarchical communication systems are embedded in most 
organizational structures, and, since some of that hierarchy remains even 
in a ﬂatter organization, a well-designed system of lateral communication 
is needed. One’s position in a hierarchical organization usually determines 
what information is received and with whom it is shared. In an organiza-
tion that intends to develop shared vision and widespread commitment to 
change, and empower teams to discover, problem-solve, and make quality 
decisions, open, horizontal communication systems must be developed.
 In this type of organization, it is never clear what information may be 
relevant to the work a team is doing. Filtering, managing, and limiting the 
distribution of information simply will not enhance the work of the orga-
nization. The availability of key data, of events occurring in other teams 
on campus or in national arenas, can affect the quality of actions chosen 
or the success of implementation. Each team’s learning needs to be shared 
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with other teams for the spiral of deep learning to occur. Teams need to 
inquire of each other and be open to feedback. Dialogue, the process 
of openly engaging in advocacy and inquiry for the purpose of building 
understanding and developing new knowledge, is at the heart of an open 
communication system (Senge, 1990, p. 278). The communication system 
needs to provide space and time for interactive reﬂection, not just sharing 
of ideas. Members of the organization need opportunities to come together 
and share ideas, develop trusting relationships, and appreciate differences. 
Critical thinking must be encouraged in an open communication system. 
Senge differentiates between participative openness and reﬂective open-
ness. “Reﬂective openness is based on skills, not just good intentions . . . 
recognizing ‘leaps of abstraction’ distinguishing espoused theory from 
theory in use, and becoming more aware of and responsible for what we 
are thinking and not saying” (Senge, 1990, p. 278).
 Methods for Creating the System To develop an open communication 
system leaders must choose to make all but conﬁdential personnel infor-
mation public and accessible. Designated leaders need to model open 
communication by sharing information they acquire or are sent because of 
their “position” in the organization. Reports from national bodies are freely 
shared on e-mail. Internal e-mail distribution needs to be unmonitored and 
encouraged for all topics that appear relevant to the organization.
 An internal reporting structure or management information system 
needs to be developed that allows for the sharing of performance data, 
team thinking, and organizational learning. At the UA Library, each team 
reports to the library three to four times per year. A full report of annual 
team goals, progress, and knowledge gained is sent to the all-staff listserv, 
and a presentation is made at an open meeting. The Cabinet and Strategic 
Long Range Planning Team (SLRP) attend with as many representatives 
from every team as possible. After the reports, there is a scheduled dialogue 
session, where there are questions and additional sharing of ideas on topics 
important to the group making the reports and to the library as a whole. 
All action minutes of all team meetings are organized on a shared drive 
and open to review by the whole library. “Public” calendars account for 
work schedules. All budget information, pending or actual, is shared with 
the entire library. The dean of libraries holds all-staff meetings to inform 
staff of the legislative and campus allocation strategies as they materialize. 
As the SLRP and Cabinet make budget allocation decisions, the results are 
promulgated throughout the library. Group budget meetings displaying 
the whole budget picture are held monthly between the accountants and 
the team leaders, and between the Information Resource Council and the 
librarians who are information resources managers. All teams’ expenditures 
are tracked publicly; any requests for funds are put on the Cabinet agenda 
for all to see ahead of time and have input into the Cabinet’s decisions.
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 Challenges and Learnings Without the vertical ﬁltering of information, 
there is a need for a new “system” of screening. In a ﬂat communication 
structure this becomes the responsibility of both sender and receiver, but 
the burden more often falls on the receiver—to review, attend to, and ac-
tively pursue. Attendance at open meetings is a personal decision, as is the 
reading of meeting minutes. Staff need to learn when and when not to hit 
the “delete” key. Senders are challenged to better label their e-mails, syn-
thesize without ﬁltering, and summarize without missing key information. 
Preparation for open meetings, reading the e-mailed reports, can increase 
the quality of the dialogue but requires additional reﬂection time. The 
etiquette of e-mail communication is another challenge. When to respond 
on e-mail, a one-way system that lacks the ease of checking out one’s think-
ing or the ability to inquire about context or underlying assumptions or 
points of view, becomes yet another challenge that can lead to unintended 
conﬂict.
 Many staff feel overwhelmed by the amount of information and the 
responsibility of processing what is happening in the whole organization, to 
understand the larger system issues. Learning to participate in dialogue, to 
offer ideas, to challenge another’s and one’s own thinking, and to inquire 
about assumptions and openly question one’s own takes practice. Learning 
to think and reﬂect on topics beyond one’s assignments and to contribute to 
the learning of the whole is challenging. Those who enjoy it and develop the 
necessary skills have the additional challenge of ﬁnding balance between 
their assignments and attendance at open sessions. Schedule management 
is a necessary skill. Additionally, attempts to increase informal communica-
tion by clustering workers in open carrels has both upsides and downsides. 
Such an arrangement challenges those with a need for privacy or a need 
for selective times to communicate. It can foster the development of more 
informal, sharing relationships, however, that expand connection, learn-
ing, and teamwork. If the organization is going to broaden and deepen its 
capacity to respond to the need to change, an open communication system 
needs to be designed to encourage involvement and learning.
The Process Improvement System
 A process improvement system is a research system that supports the 
organization’s ability to assess what customers value, to analyze perfor-
mance, and to use the analysis to make improvements. Process improvement 
is one of the key concepts of Total Quality Management. “When we engage 
in true process improvement, we seek to learn what causes things to happen 
in a process and to use this knowledge to reduce variation, remove activities 
that contribute no value to the product or service produced, and improve 
customer satisfaction . . . .The ideal outcome is that jobs can be done more 
cheaply, more quickly, more easily, and . . . more safely” (Bauer, Duffy, & 
Westcott, 2002, p. 67). Process improvement can be applied to Gemba and 
non-Gemba processes in an organization.
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 Walter Shewhart is credited with developing the basic approach to pro-
cess improvement in the 1920s in his work at the Western Electric Company. 
He recognized the need to understand what was happening in a process, 
to devise a way to recognize the different types of mistakes that caused 
undesirable outcomes, and to design improvements that eliminated mis-
takes, based on their type. He also recognized that all processes contained 
natural variation attributable to common causes. Other variation could be 
attributable to special causes. Basically, he noted that in our attempts to 
solve problems associated with a process, we make two mistakes: “To react 
to an outcome as if it came from a special cause, when actually it came from 
common causes of variation . . . .and to treat an outcome as if it came from 
common causes of variation, when actually it came from a special cause” 
(Deming, 1994, p. 174). Understanding variation is key to a systems ap-
proach to designing organizations and to distinguishing between process 
and personal performance problems. “Most variation in our organizations 
is common cause variation built right into the system. But it is a common, 
though misguided, managerial reﬂex to regard anything that goes wrong 
as a special cause attributable to a person” (Scholtes, 1998, p. 27).
 Process improvement is key to overall performance improvement. “To 
increase customer satisfaction with a product or service, an organization 
must ﬁrst discover the origins of variation by collecting and analyzing pro-
cess information. Then, based on the knowledge gained from this study, 
the organization must develop and implement appropriate actions to elimi-
nate, or at least signiﬁcantly reduce process variation” (Bothe, 2003, p. 54). 
Scholtes identiﬁes “The ability to understand the variability of work in plan-
ning and problem solving” as one of the “new leadership competencies” 
(Scholtes, 1998, p. 21). Developing an organizational system where this 
competency resides within the staff can ensure that continuous learning 
and continuous improvement result in organizational effectiveness.
 Methods for Creating the System Understanding work as a process or 
a set of activities is a ﬁrst priority if an organization is going to focus on 
improving quality and containing costs. Mapping all work processes will 
help employees understand the relationship of assigned or chosen tasks to 
the results they are designed to accomplish and enable them to engage in 
the performance challenge of maximizing the capability of the process to 
produce quality outcomes for customers. The mapping process is followed 
by a research process.
 Research consists, essentially, of stating questions or problems clearly, 
making observations that are relevant to the problems, analyzing and de-
scribing the observations, and interpreting the results of the analyses as 
they relate to the particular question or problem. Any question or problem 
for which it is possible to make relevant observations that will assist in the 
question or clarifying the problem can be made the basis of a research 
study (Edwards, 1969, p. 18).
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 Following this basic deﬁnition of research, early quality practitioners 
designed the steps involved in studying organizational processes. Over the 
ﬁfty years that such study methods have evolved, little variation has developed 
in the recommended methods. For many this “process improvement” system 
is simply a problem-solving system that recognizes that most problems in 
an organization can be attributed to a process, and speciﬁcally to process 
variation. By following a methodology and creating a process improvement 
system, it is possible to “observe and analyze the workplace” to see who is 
doing what and why . . . and learn to standardize everyday work, and remove 
waste (complexity and bureaucracy) from the workplace (Scholtes, 1998, 
p. 96). Before detailing this methodology, it is important to point out that 
similar study processes are included in a systems analysis. The main differ-
ence is that one research focus is on the process and the other is on the 
technical systems that are designed to support the process. A combination 
of the two is recommended in this technological environment.
 Process Improvement Steps Below are the common steps advocated by 
different individuals. See Barkley & Saylor (2001), Bauer, Duffy, and West-
cott (2002), Phipps (2001), and Bothe (2003) for various descriptions of 
steps involved in process improvement. See Scholtes (1998, chap. 4) for 
an in-depth discussion of how to approach the steps.
1. Deﬁne the problem(s); develop a clear problem statement from the customer or 
cost point of view.—Is wait time from request to availability for reserve 
readings too long? Are faculty and students frustrated by the delay? Is 
the cost of processing non-Roman language monographs limiting our 
ability to provide access to these materials? In order to deﬁne the prob-
lem, you must begin by understanding whether customers are satisﬁed 
with the outcome they receive or whether a cost/beneﬁt concern is the 
context. Measuring customer value will be the ﬁrst step in deﬁning the 
problem. Developing cost information will provide additional context 
(see step 3 below). How the problem is deﬁned will guide how potential 
solutions are developed. Problem deﬁnition also determines where and 
how improvement is measured.
2. Map the current process and learn about all tasks involved, in what order they 
are accomplished, and whether there is variation among staff in how the tasks 
are ordered.—Develop a ﬂow chart, at ﬁrst at the macro level. Discover 
the basic tasks involved in completing the ﬁnal product or delivering 
the service. Start with the outcomes or outputs and work backwards if 
several kinds of outputs are involved.
3. Collect data on the current process; gather all information that will yield informa-
tion on customer and process requirements and the current capability of the process 
in meeting these requirements.—Collect information regarding numbers of 
staff, volume of outputs, stafﬁng levels involved, turnaround time, reli-
ability of equipment used, estimated costs of accomplishing the steps, 
numbers of defects or errors, etc.
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4. Discover variation in the process; hypothesize the causes of “gaps” between current 
process capability and customer expectations.—Gather data on the process 
that relates to customers’ concerns—time, quality, cost, etc. Plot the data 
on a statistical process control chart to graphically understand where 
the variation occurs, and discover whether it is within predictable varia-
tion limits or can be attributed to special causes. Discover the current 
process capability to meet customers’ desired level or quality of service 
or to produce the desired qualities in the products they receive. Look 
for the cause of the gap by using the data gathered, seeking opinions 
of staff involved and testing hypotheses.
5. Identify the root causes of problems in the process.—Conduct a root-cause 
analysis to discover why the variation is occurring or why there is a 
perceived gap in service quality. Select the most likely causes. The most 
common causes of process variation include work practices, training/
qualiﬁcations, work organization/planning, communications, resource 
allocation, change in management, and supervision (see a full list in 
Wilson & Pearson, 1995, pp. 111–112). Use a pareto chart to show the 
relative importance of the causes. Elimination of causes that are most 
prevalent can provide the most improvement to the process.
6. Brainstorm and test possible improvement actions.—Assess the effectiveness of 
the action. In this step, alternatives should be developed and piloted by 
those who have studied the process. Include in this step an examination 
of current potential technological solutions. Evaluate all ideas as to their 
ultimate impact on solving problems and delighting customers. Com-
bine ideas, evaluate for cost, and assess potential training needs prior 
to choosing the most likely candidates for implementation. The “best 
ideas,” usually assessed for ease of implementation as well as impact, 
are combined and piloted. Improvements should also be “beta-tested” 
with customers to see if there is an increase in satisfaction.
7. Implement changes in the process that will lead to improvements for custom-
ers.—This is a crucial step in any process improvement. Remap the 
process, train staff in the new process, and establish how the new process 
will be measured. Prepare staff for the reasons for change. If they are 
involved in the study and trust the methodology, they are more likely 
to understand and embrace the need for change. Provide support for 
training and practice. Effective training will ultimately lead to success 
of the new process and eliminate the potential to abandon implementa-
tion and return to old work habits. Demonstrate the efﬁciency of the 
new process and share customer satisfaction with the changed “result” 
to gain commitment of the staff to follow the recommended changes.
8. Implement continuous process improvement.—Involve staff in continuous 
assessment, encourage continued data-gathering, and make process 
improvement the work of the team. Continue to develop the skills of 
all involved, so that their own motivation to do a good job, offer quality 
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service, develop their own skills and knowledge, and be appreciated by 
those they serve are maximized. Scholtes points out that “giving mean-
ing, purpose, direction and focus to work” is a key role of leadership 
(Scholtes, 1998, p. 160). Ambiguity and uncertainty, unclear purpose 
and vision for the future are causes of lack of motivation in staff. Without 
a process improvement system, staff will feel powerless to control the 
quality of their work in a sustainable way. Individual efforts will last only 
as long as energy lasts, or an individual holds the ability to persuade 
others to achieve breakthrough thinking and embed them in how the 
organization accomplishes work.
 Challenges and Learnings Libraries have not embraced process improve-
ment and could be said to have developed cultures where improvement is 
not a strategic focus. Libraries have been viewed as a public good and are 
referred to commonly as “the heart of the university.” Library work and 
how it is accomplished has been the “purview of practiced professionals in 
power” (my phrase). The need for research on how work in any organiza-
tion is accomplished has been largely ignored until recently. Some early 
proponents of applying research methods to increase quality attempted to 
bring systems and quantitative analysis to academic libraries in the 1960s 
(Dougherty & Heinritz, 1966). These successful studies led to the creation 
of automated systems that increased the efﬁciency of technical services and 
circulation. Implementing automated systems became the focus for process 
mapping, for design of workﬂow, and for delivery of improved access. The 
creation of automated systems appears to have overtaken the many other 
applications, principles, and practices of Total Quality Management. It is 
only recently that process improvement and the gains it can provide an 
organization have been discovered as an important system to embed in the 
reengineered organization.
 In the mid-twentieth century, library culture consisted of an internal 
focus (Cullen, 1998), scarcity of resources, and a stable user population 
whose needs rarely changed. In addition, library education downplayed the 
need for research skills, and librarians developed a limited view of their 
work as unique and unrelated to the larger world of corporate and service 
institutions. With the advent of true competition and recognition that scarce 
resources can be reprioritized and reallocated to new enterprise initiatives, 
the development of process improvement systems can be advantageous. 
Customer demand has awakened the need for external focus. Libraries are 
now more interested in learning how to retain the value they add to the 
scholarly communication and education processes. This sets the stage for 
acceptance of process improvement as a key organizational system but, by 
no means, makes it easy to implement.
 The skills involved in process improvement are not present in most 
library organizations. Library schools have not taught this particular re-
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search method. Faculty do not prepare students to understand library or-
ganizations as a set of processes that produce outcomes. Data-gathering 
and analysis is usually limited to one course in basic research methods. 
Statistical process control methods are seen as complex and undoable, 
even though simple applications are available.
 Process improvement initiatives require a commitment to learning that, 
if not sustained and supported, can lead to early abandonment of initial ef-
forts. Efﬁcient data-gathering methods are not well understood. Too much 
emphasis on the collection of large amounts of data can lead to exhaus-
tion. The use of “triangulation” of data, simply collecting available or easily 
gathered data from several perspectives and using it to identify problems or 
root causes, is not appreciated. Some have acquired a surface knowledge of 
statistical methods and question this simpliﬁed approach. Living outside a 
culture of statistical research has led to an assumption that only major, time-
consuming, statistically validated methods tested for reliability can be used 
to “know” what problems exist. Process improvement calls for some data 
gathering, but is not seeking to prove hypotheses by data alone. Piloting of 
new processes, comparing results to previous methods, and checking with 
customers provides the evidence needed to know that improvement has 
occurred. In most cases when undertaking process improvement, the staff 
involved are not at all surprised by what the data show regarding problems 
in the process. The resulting analysis and changes can lead to obvious im-
provements in quality as well as clear reductions in cost.
 The concept of variation is not understood. Also, the concept that each 
professional has the right to accomplish her/his work in her/his own way, 
despite resulting in unacceptable variation, is prevalent. Professional and 
staff work habits have been passed down from generation to generation 
despite the fact that workers sense that there are better ways to accomplish 
things. Individual preference for approaches to work, schedules, and types 
of work have led to inefﬁciencies that no one wants to study for fear of 
losing independence and control over one’s work. The individual’s work 
preference takes precedence over the organization’s need for effective-
ness and efﬁciency. Analysis of work processes feels like an evaluation of 
one’s work. Keeping the focus of the study on the process, and the systems 
and policies that keep that process in place, is a major challenge for those 
involved in any study.
 Assessment of customers’ needs is a very new concept in library or-
ganizations, although customer service has always been at the core of a 
library’s mission. Starting a study by discovering what current, potential, 
and future users might want can be met with resistance. The resistance can 
come from fear that customers will want service qualities that the library is 
unable to provide—because of skill deﬁcits or scarcity of resources. Staff 
are committed to serving customers but can have conﬂicts about changing 
work processes that they believe work well enough. Staff also can fear that 
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the changed process will result in loss or elimination of interesting jobs. All 
of these can be true. Staff must be prepared to engage in process improve-
ment with the ultimate aim of helping the library to achieve its mission in 
the face of competition; to reallocate resources to new value-added services 
and products; and to achieve the library’s vision in the face of threat to its 
values. Support for retraining and learning must be provided. Understand-
ing the differing work requirements can lead to appreciation for the new 
work challenges: managing processes, analyzing systems, assessing need, 
and evaluating results are different but needed skills of librarians. The 
recognition of increased customer appreciation also provides incentives. 
Implementing a process improvement system will conﬁrm a commitment 
to remain strategically relevant in an environment of changing customer 
expectations.
The Performance Management System
 Increased performance is the goal of any organization. A performance 
management system needs to support the staff in achievement of personal 
goals and recognize the integral role of the individual’s performance as 
critical to organizational performance. A good system provides staff with 
feedback on how to improve and encourages continuous learning. Most 
organizations have created performance management systems that rely on 
individual performance appraisal as the means of managing performance. 
Scholtes shares his negative views of performance appraisal: “Companies 
use the rhetoric of humanism, but their policies and practices are often 
based on distrust, paternalism, and a none-too-subtle cynical disregard for 
their employees” (Scholtes, 1998, p. 294). He asserts that evaluation of a 
person who has little control over the results he achieves is a waste of time. 
He contends, with Deming, that “no more than 4%” of an organization’s 
problems can be attributed to workers’ errors. What workers need are a 
reliable set of systems, processes, and methods by which “to design, develop, 
and deliver what customers need, when, and how (they) need it” (Scholtes, 
1998, p. 304). In an appraisal system, identiﬁcation of heroes and culprits 
replaces interest in improving systems.
 Robert Mager and Peter Pipe (1970), in their groundbreaking work 
on analyzing performance problems, approach performance effectiveness 
management similarly. They propose that a “discrepancy” in performance 
and expectation be approached systematically by asking whether there is 
a “skill deﬁciency” or a “commitment issue” that is causing the “problem 
performance.” Each question leads to different strategies for changing 
performance. Assessment of skill issues leads to questions about the job 
training system, the frequency with which the task is accomplished, or alter-
native organization of work tasks. Redesign of work into simpler steps may 
be called for if complexity or disorganization are the problems. Commit-
ment issues are investigated from the point of view of examining whether 
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performance is punishing (“do you get more if you do well?”), whether 
nonperformance is rewarded, or whether performance really matters (has 
a meaningful result). Mager and Pipe also advocate investigating what the 
obstacles to performance might be, that is, what in the system might be 
hindering a commitment to perform.
 Rothwell identiﬁes lack of feedback on consequences as the most per-
sistent cause of human performance problems. No timely feedback, lack 
of assigned responsibility, lack of timely information, lack of knowledge, 
lack of rewards for performing, and lack of information follow close be-
hind (Rothwell, 1996, p. 160). As he points out, most of these issues can 
be traced back as problems in the performance management system and 
not problems with the individual employees.
 Senge points out the critical importance of dialogue and discussion in 
broadening team learning and supporting opportunities for self-motivation 
to inﬂuence performance. Ultimately, the reduction of defensiveness leads 
to natural creativity and innovation (Senge, 1990, p. 235–236). Providing 
the opportunity for conversations about library and team vision, mission, 
goals, and strategies and involving staff in setting performance standards 
from the customers’ viewpoint are some of the building blocks in a Per-
formance Effectiveness Management System (PEMSystem) that will lead 
to improved organizational and personal performance.
 Methods for Creating the System When designing a system that supports 
performance effectiveness, Scholtes has several key recommendations:
1. Focus on outstanding performance—Understand this from a statistical point 
of view—as outside the norm that could be expected from the system. 
Is there data over time that would show somebody to be signiﬁcantly 
higher (positive outstanding) or lower (negative outstanding) than an 
average performer? Analyze what is behind the occurrence. Recognize 
the new market value of positive, outstanding performers and teach their 
methods to others or give them more latitude in job deﬁnition. Coach 
and mentor negative outstanding performers; provide them learning 
opportunities, greater structure, or a more appropriate position.
2. Provide feedback to individual employees—Focus on being helpful and sup-
portive to the person; recognize that helpfulness is dependent on how 
ready the person is to receive feedback. Look on feedback as part of a 
larger system of relationships within work groups.
3. Give direction and focus to the workforce—If your work unit has clearly es-
tablished and agreed upon directions, then everyone will know what to 
strive for. Create communication about mission, vision, values, and goals; 
share data about progress and utilize process improvement techniques 
to naturally support people’s work toward certain goals. Be clear about 
individual work focus.
4. Provide moral support at a personal level for individual employees’ career goals—
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Provide ways for employees to assess, receive mentoring, and take ad-
vantage of personal motivation to fulﬁll career ambitions.
5. Be clear about career ladders and provide opportunities for people to choose to 
move forward—Keep people informed of the present systems and require-
ments.
6. Identify education and training needs—Be clear about needs for training 
on work processes and systems, individually focused training, and more 
general education and development of knowledge that can be applied 
ﬂexibly.
7. Identify candidates for promotion or provide more leadership opportunities—Re-
move personal appraisal and subjectivity as much as possible from the 
promotion system or appointment to leadership responsibilities.
8. Foster communication between employees and their supervisors—In the team 
environment, communication should regularly take place among the 
members of the team about the progress they are making toward the 
team’s agreed upon goals, not just with supervisors.
9. If employees are unmotivated, investigate what happened or is happening to 
reduce their motivation—Recognize problems that may be affecting their 
work—personal or on the job, transitory or chronic—and see what can 
be done to help (Scholtes, 1998, pp. 328–357).
 When designing the performance system in the team-based, learning 
organization culture, the UA Library formed a team to study best practices. 
The resulting Performance Effectiveness Management System (PEMS) 
aligns library, team, and individual goals, includes personal and team in-
volvement in setting team and individual goals and quality standards (per-
formance targets), integrates peer feedback and support for learning, and 
requires self-accountability for communicating progress as well as seeking 
help to solve problems when they are encountered (see Phipps, 1999). By 
adding the OD consultant specializing in compensation to the team, aligned 
principles formed the basis for both systems.
 Charles McClure provided guidance in the development of the full 
PEMSystem, as did MetaWest, Inc., local consultants who guided the learn-
ing process for team leaders.2 The PEMSystem aligns each team’s strategic 
framework (team mission, vision, mission critical processes, and quality 
standards for each process) with the library-wide 3–5 Year Strategic Plan 
and calls for each team member to write performance and learning goals 
in line with the team’s plans. It also includes an assessment of competencies 
that will be needed in the team in the future. This list drives the creation of 
learning goals. A series of peer developmental reviews is scheduled every 
four to ﬁve months. Staff share their self-assessment of progress toward 
goals; recognition, support, and suggestions for improvement are provid-
ed by peers. A summary is then provided to the team leader. Three peer 
feedback meetings are aimed at increasing the success of the individual 
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by providing timely feedback and suggestions for overcoming obstacles 
that inevitably develop. Similar constructive feedback to teams on their 
strategic frameworks and progress toward quality standards is part of the 
three-month Team Report schedule.
 Challenges and Learnings The PEMSystem took almost three years to 
design and fully implement. Describing work done by teams as “processes” 
was brand new. Performance measures were unfamiliar and difﬁcult to 
describe. Open assessment was a major culture change. Formerly, there 
was a focus on position, status, and speciﬁc assignments for work but little 
emphasis on what was to be achieved. The new focus on team and individual 
accountability required much conversation, practice time, and continual 
learning. The new and different terminology presented barriers. The new 
requirement to openly examine the results of work—outputs, outcomes, 
and quality—brought up predictable concerns (similar to those mentioned 
by Deming and Scholtes) of whether and when performance is under 
an individual’s control or when systems of work we have created may be 
contributing to the problem. For the team, performance management, 
data-gathering, and analysis skills proved difﬁcult to learn. Many initial 
“learning goals” focused on developing these skills so that meaningful as-
sessment could occur.
 Staff involvement in the setting of team and individual goals was new. 
With the implementation of PEMSystem, individual accountability for 
openly sharing goals and progress with peers ran contrary to previous ex-
perience in the hierarchical culture. Old memories of the evaluative nature 
of reviews inhibited people from participating fully and using the system 
to learn, gain support, and improve. In addition, the campus system still 
requires an annual rating, although the library has successfully negoti-
ated a basic rating of “Satisfactory” or “Unsatisfactory” as the minimum 
requirement for a “performance appraisal.” Merit evaluation is separately 
accomplished through the Career Progression/Merit System (see section 
on compensation below).
 Overall the PEMSystem has accomplished what it set out to do. Individu-
als can clearly articulate their goals, identify milestones, and report progress. 
Teams and cross-team peers are much more aware of each others’ work 
responsibilities, and a large measure of support and recognition occurs in 
the developmental reviews and in the Team Report Sessions. The language 
of the organization is one of assessment and measurement—indicating a 
successful culture change to external focus on the needs of customers and 
the importance of caring and knowing whether intended results are occur-
ring. Teams have become fairly adept at creating team strategic frameworks, 
including all the work processes for which they are responsible. “Stretch” 
quality standards are accepted as the appropriate approach to guiding con-
tinuous process improvement and forcing creative thinking and innovative 
approaches.
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 Challenges still exist in discovering and deﬁning the right measures. 
Integration of the Balanced Scorecard (Kaplan & Norton, 1996) approach 
is slow but steady. Sometimes data are not easily obtainable; other times it 
is difﬁcult to know how to assess outcomes of service or learning processes. 
Nonetheless, experimentation has led to a vast amount of learning, and 
the PEMSystem is robust and deeply embedded in the culture of the or-
ganization. The development of this system has made the need for a data 
management system and a budgeting system that provides cost center data 
very clear.
 The PEMSystem aligns well with learning organization disciplines. 
It emphasizes personal mastery (a clear system for setting and receiving 
feedback on personal goals), team learning (team assessment of needs, 
planning of projects, monitoring results, and dialoguing about better ways 
to serve customers), and systems thinking (team reports include library-
wide dialogue to increase the awareness of the need for whole-organiza-
tion understanding and analysis). Each year, as all individuals engage in 
reﬂecting on their customers’ needs, the library’s strategic goals, their 
team standards, and their own performance and learning goals, shared 
vision develops more easily. But there are still questions. A recent climate 
survey conducted with the librarians indicated some dissatisfaction with the 
PEMSystem, although the cause of the dissatisfaction was not pinpointed. 
An assessment is planned, but this is a strong indication of the difﬁculty in 
implementing a performance management system, as predicted by Deming 
and Scholtes, even though the PEMSystem was intentionally designed to 
eliminate the negative aspects of performance appraisal. Open discussions 
of performance, requirements to align personal and organizational goals, 
requirements for measurement, and an expectation of self-accountability 
involve a major culture change (see Lakos and Phipps, 2004). Some still 
desire to have goals set and reviews conducted privately by a team leader—
what Katzenbach and Smith refer to as reliance on the “political” process 
for rewards and recognition (Katzenbach & Smith, 1993, p. 24). In the 
larger profession, struggles persist to ﬁnd meaningful outcome measures 
for which data can easily be collected. It is clear, however, that without the 
PEMSystem it would be impossible to answer the inevitable question, “How 
do we know that the team system is a better approach to accomplishing 
work?” Time and time again that question is asked, and results can be pro-
vided—reductions in cycle time, increases in quality (accuracy, availability, 
approachability), reductions in cost, and evidence of learning outcomes 
can be provided by all teams in the library to an ever-increasing extent.
The Compensation System
 The main goal of a compensation system is “to provide just compensa-
tion for work, to allow people to sustain themselves in a decent manner 
with reasonable security (and) to retain qualiﬁed employees” (Scholtes, 
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1998, p. 330). According to Lawler, organizations can also look to their pay 
systems as a performance motivator if they are well-designed to reward value-
added performance and the development of new competencies (Lawler, 
1996, pp. 195–196). Historically, there are many factors on which to base a 
compensation system: pay for years of service, pay for positional power or 
supervisory span of control, pay for expertise brought to the position, pay 
for comparative market value of similar positions, pay for performance, 
and/or pay for skill and knowledge. Most systems combine several of these 
approaches. When designing a compensation system, it is important to align 
the principles of the system with organizational values. At the 2001 U.S. 
Ofﬁce of Personnel Management Strategic Compensation Conference, 
the following were identiﬁed as objectives of a good compensation system: 
external competitiveness to recruit and retain; reward for skill acquisition; 
reward for performance through salary without grade promotions; internal 
equity among employees; pay for the person rather than the job; built-in 
controls and cost constraints; an understandable and equitable system; par-
allel career paths for managers and technical employees; ﬂexibility to adapt 
quickly to market changes; and management ﬂexibility to assign a range 
of duties (U.S. Government Ofﬁce of Personnel Management, 2001).
 Without clarity of a systems approach to compensation, employees are 
unsure of the reasoning behind pay differentials in the organization and 
morale can be affected. When viewed as part of an overall reward system, it 
becomes clear that, if pay is going to be used to provide incentive for joining 
or remaining in the organization or focusing one’s efforts on institutional 
priorities, its foundational principles ought to be made explicit. In today’s 
multigenerational and highly technological workplace, where needed skills 
are often brought to the organization by newer staff or learned on the 
job, a system of pay for performance and learning would seem to align 
better with organizational goals and a dynamic environment of change 
than a system based solely on seniority. Also, pay that follows value-added 
participation, rather than positional power, is better integrated with a team 
systems approach. Although much research in the ﬁeld of motivation has 
concluded that pay systems are only a source of dissatisfaction and can-
not motivate employees, Lawler’s research leads to a different theory. “My 
research showed a poor relationship between pay and performance. But 
it did ﬁnd that when pay is based on performance, it can be a powerful 
motivator” (Lawler, 1996, p. 195). He attributes his ﬁrst conclusion to the 
historical nature of most pay systems, which focus on job classiﬁcations, not 
individual performance. He also found that rewards had a major impact on 
the skills that individuals developed when the pay system focused on the 
worth of the individual employee rather than the worth of the position held. 
If the new team-based approach is to work, it is critical that the pay system 
reward people not for their position in the hierarchy but for working for 
the team and the strategic goals of the organization. If the compensation 
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system is to support the development of organizational competencies and 
capabilities, it would
• Focus on an individual’s skills and competencies (rather than his or her 
job)
• Be tied to the organization’s performance in ways that support its strat-
egy and structure
• Support the organization’s architecture (Lawler, 1996, pp. 194–218).
 Unionization and a strong cultural tradition of seniority and hierarchi-
cal pay structures may limit the ﬂexibility the organization has in designing 
a pay system in alignment with strategic directions and needs, but every ef-
fort should be applied to rationalizing the compensation system to achieve 
desired results.
 Methods for Creating the System Market-based compensation may be the 
best starting point for creating a compensation system that enables the or-
ganization to attract the necessary talent and skills to accomplish strategic 
goals, but market comparisons are tricky. Although local and national mar-
ket comparisons can provide data to help design beginning salary ranges, 
these comparisons are based on generic job evaluations and do not take 
into account the cross-functional nature of teamwork, “where individuals 
are expected to work in teams, to do what is needed rather than what is 
prescribed, to manage themselves, and to make horizontal career moves” 
(Lawler, 1996, p. 201). They also do not reﬂect the market value of an in-
dividual whose skills and contribution may encompass more than the job 
requires. External benchmarking of comparable pay for skills, although 
difﬁcult, would be a better approach. Instead of describing work in terms 
of elements, tasks, and duties, work is beginning to be deﬁned in terms of 
roles and competencies. “Roles refer to expected patterns of behavior for 
people (Naylor, Pritchard, & Ilgen, 1980); competencies refer to knowledge, 
skills, abilities, and other attributes of people related to effective job per-
formance (Heneman & Ledford, 1998)” (Heneman, Ledford, & Gresham, 
2000, p. 204). Gross comparisons of similar titles in similar institutions fall 
short of this measure of a good market-based approach. Assessing pay for 
technological and team skills in the competitive marketplace appears to 
make more sense as library jobs become more engaged in understand-
ing, utilizing, and integrating technological systems and more dependent 
on teamwork skills to accomplish strategic goals. Utilizing a “retention 
raise” approach can provide opportunities to keep key people who have 
developed the skills needed for strategic work and whose market value is 
evident from new job offers. This strategy has been selectively used at the 
UA Library, and a recent study showed that the extra investment did not 
result in the desired retention over the long term. Short-term results appear 
positive—allowing the library to retain key competencies for current proj-
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ects. Any “retention raise” strategy needs to be designed to operate within 
the general compensation system principles.
 In addition to market-driven approaches, cost-of-living adjustments 
(COLA) and merit awards need to be decided. Indexing cost-of-living in-
creases to local or national ﬁgures is one approach to avoiding “losses” in 
actual compensation. Creation of a merit system calls for critical decisions 
regarding the basis for reward. What type of performance or what amount 
of loyalty is critical to retaining an appropriately skilled and committed 
workforce? What performance is critical to the future? How will it be mea-
sured? Keying the merit approach to the values and strategic goals of the 
organization will increase and strengthen overall system alignment. At the 
UA Library the Career Progression/Merit System (CP/M), designed by 
an internal OD consultant with the involvement of faculty and staff and in 
line with the PEMSystem, rewards overall high performance, demonstrated 
commitment to organizational values, and the application of new learning. 
Learning is the most important factor since the willingness and ability to 
learn and apply new skills is viewed as critical to future success. Candidates 
for CP/M self-identify and must show evidence that the application of new 
learning resulted in a positive outcome for customers. Team input must be 
sought on the personal decision to apply, support from at least three peers 
must be gained, and a positive decision rendered by a ﬁnal Library-wide 
Peer Review.3
 Often the library compensation system has to ﬁt into a larger campus 
system. Approaching classiﬁcation from the broad-banding perspective 
can help where there is a need for ﬂexible work expectations within the 
team structure. Broad-banding reduces employee reluctance to take on 
new opportunities for learning and is easier to manage than a complex 
pay grade system. Controlling pay costs within a broadband system is more 
challenging, and a well-developed performance management system is an 
important adjunct (Heneman, Ledford, & Gresham, 2000, p. 211). Move-
ment within the broadband is usually premised on the acquisition of new 
skills that contribute to the overall competence of the library.
 Organizations with faculty ranks must ﬁnd a way to utilize the promo-
tions in line with the overall compensation strategy. Promotion criteria 
are often culturally determined if they are part of a larger system (faculty, 
professional, or career/support staff) and may or may not be keyed to the 
need for building and rewarding strategic competence in the library. Ray 
refers to some of the problems inherent in relying solely on these systems 
for classiﬁed staff: “Promotional ladders in the state (staff classiﬁcation) 
system are short, where they exist. For most employees, promotion is not 
often available as an option” (Ray, 2004, pp. 124). The library must develop 
a compensation system that is ﬂexible, timely, and appropriate to the needs 
of employees, as well as the goals and constraints of the organization. In-
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grade increases in salary that reward increased competence and perfor-
mance are more complementary to a team systems approach.
 Challenges and Learning Changing an embedded compensation system 
is extremely difﬁcult. As employees engage in systems changes, they expect 
a reward for participating more broadly and deeply in the important work 
of the whole organization. Narrow classiﬁcation deﬁnitions, based on task-
based job descriptions and faculty ranks that reward seniority, can divide 
and confuse the staff as to the real priorities for their attention. If Lawler 
is correct that pay can have an inﬂuence on motivation, the pay system 
can be used to guide performance by making clear and visible what type 
of performance and what depth of learning are expected.
 Benchmarking in a pay for skill and performance system is a complex 
task. Rarely are there truly “equivalent” library staff position classiﬁcations 
even among similar libraries, and individuals in these positions bring vary-
ing overall skills to the strategic work of the library. Each system has been 
developed within and politically shaped by a campus system where there is 
usually little knowledge of the intellectual and technical nature of library 
work. In addition, job and skill requirements have changed drastically in 
the past ten years, and classiﬁcation systems—and their compensation ap-
propriation—have not often kept up with the newly required levels of 
competence. Monitoring recruitment patterns, noting skills that competi-
tive institutions require, is one way of recognizing market changes.
 Recent research into the Association of Research Libraries (ARL) Sal-
ary Survey by the Association of College and Research Libraries (ACRL) 
Personnel and Staff Development Discussion Group unearthed many prob-
lems related to noncomparative data collection by contributing libraries 
and resulted in some informal recommendations. I hypothesize that the 
reliance on comparisons within the profession, such as the ARL peer ap-
proach, has probably been detrimental in the long term. The sociotechnical 
work in the library has become more complex, and the true worth of library 
professionals is now being recognized by corporations who compete for 
the best master in library science (MLS) graduates. This latter trend can 
be a positive driver for utilizing a more accurate, external, market-driven 
approach to salary setting.
 Gaining the permission of campus administration and the support of 
the campus human resources ofﬁce to design and implement a different 
merit system is often a major challenge. Sharing the goals of the proposed 
compensation with human resource specialists and gaining their approval, 
in principle, is critical. The UA Human Resources Ofﬁce had already devel-
oped a Career Progression System for rewarding “in-classiﬁcation” acquisi-
tion and use of new skills. Adopting the tenets of this system as part of the 
annual award of merit was therefore accepted by the campus, even though 
other units still use a performance rating scheme. Previous acceptance of 
the library’s team system led to acceptance of the peer decision-making 
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process that drives decisions for merit. Funding the CP/M system required 
a commitment to allocate merit each year, with a substantial increase to 
base salary of $1,500–2,000, regardless of position classiﬁcation or leader-
ship status. Without this equitable approach and meaningful amount, the 
requirements of the system to self-identify, write an application, and seek 
peer support might reduce the feeling of “reward” and result in fewer ap-
plications. It is assumed that a majority of staff will apply for this substantial 
raise within a three-year period. Multiple rewards favor those most involved 
in new learning, an activity valued highly as work changes radically. Constant 
assessment of the impact of this merit approach on the total compensation 
is required. Increased overall retention provides one indicator of success. 
This system does require constant education of the staff, and there are 
many who would prefer a simple seniority-based system, despite the strategic 
nature of this new approach.
 The CP/M system also involves a major culture change that brings 
new challenges—for example, writing skills are not always up to the level 
required; and peer pressure sometimes results in “signature” support even 
though evidence is slight. Also, the peer review committee process is time 
intensive and onerous to some. Adjustments to the system have included 
the opportunity for verbal interviews with candidates where writing clar-
ity is lacking, the opportunity for the peer review committee to interview 
peer signatories, and increased education of the staff on the criteria for 
application, which can reduce the peer review committee time.
 In his assessment of the UA Career Progression approach to merit 
and its impact on changing the compressed (and low) nature of the salary 
system for a particular group, Ray asks, “Has Career Progression effectively 
changed the salary proﬁle for employees in this (the Library Specialist 
Classiﬁed Staff) position? Keeping in mind the impact of cost of living 
adjustments, reclassiﬁcations and promotions, the answer is a deﬁnite yes” 
(Ray, 2004). In addition, he concludes: “In short: the staff at this library 
learn in order to take control over new task jurisdictions relative to instruc-
tion and information technology, while also seeking the personal mastery 
needed to work well in teams. As they do this they create an opening for 
support staff to take on some of the tasks that were once the hallmark of 
the librarian profession” (Ray, 2004). Support staff are then able to extend 
their competence and are rewarded in the CP/M system for learning and 
applying new skills that support the strategic directions of the library.
 Radical change in the type of skills and competence needed in today’s 
library call for changes in the compensation approaches. Clarifying and 
communicating the principles of the compensation system, aligning the 
pay system with the performance management system, and building in the 
ﬂexibility to reward the application of new skill and knowledge are criti-
cal for integrating the pay system with the other organizational support 
systems.
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The Recruitment and Hiring System
 The goal of the recruitment and hiring system is to identify, attract, 
and employ people who can commit to the vision of an organization, apply 
skills and competence to the unique work performed, grow and develop 
personally in the unique culture of the organization, and learn and apply 
new skills as work changes. As the supply of and demand for librarians and 
knowledge workers ﬂuctuates, active recruitment strategies are needed 
(see ACRL, 2002). The potential for employee success begins with the 
recruitment and hiring system. Applicants should fully understand not 
only skill requirements but also expectations for ﬂexibility, continuous 
learning, and teamwork. They should also learn about the compensation 
and performance management systems and be able to assess their own 
personal needs, styles, and climate preferences before deciding to accept 
positions. Culture ﬁt is an important part of success. Assessment of culture 
ﬁt should not be limited to evaluation of current skills and abilities. Attract-
ing applicants who will bring different perspectives, based on their different 
cultural, ethnic, sexual orientation, or gender experiences, and who will 
assist organizational learning, is an important goal that will support the 
team system approach.
 Methods for Creating the System When organizations recruit, they look 
for job ﬁt and culture ﬁt, as well as assess future potential of new hires. 
Understanding the needs (present and future) of customers, as well as the 
skills needed to accomplish work processes is foundational to the design 
of the recruitment and hiring system. Position descriptions need to reﬂect 
current needs, as well as describe the expectation for learning new skills 
and bringing unique perspectives. Clearly deﬁning the expectation for 
team approaches to work and clarifying that work assignments can change 
frequently will help identify a match between a potential employee’s prefer-
ences and the organization’s performance expectations.
 Good skill- and knowledge-based job descriptions will include criteria 
that will identify successful candidates. Emphasis on joining a team, not on 
ﬁlling a position or undertaking a speciﬁc job, will help applicants to under-
stand the requirements of employment. Understanding of and agreement 
with the criteria can make the team’s search process more efﬁcient. Staff 
from the work team and from other areas of the library should be involved in 
the hiring process to demonstrate that the new employee will be joining the 
whole library. Commitment to vision should be part of the screening process. 
Those involved in the search team process will need training in screening, 
interviewing, and assessment of skills and abilities that will predict success. 
Each member can bring different perspectives, values, and experiences to 
the process, enhancing the possibility for discovering culture ﬁt.
 Challenges and Learnings There is a strong cultural tradition of deﬁning 
positions by delineating present job tasks and their associated qualiﬁcations 
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in terms of certiﬁcation or experience. This tradition militates against the 
goal of a strategically focused hiring system: to attract people who can com-
mit to the organization’s vision and goals and who are excited to develop 
new competencies not yet understood. Alignment of the organization’s 
needs and the recruitment and interviewing process is critical. All staff 
involved in the process need to be versed in the ultimate goal. Pressure 
to “ﬁll the vacant seat” as quickly as possible as work backlogs should be 
avoided. Each vacancy should be reviewed carefully. Skills and capabilities 
needed on the team and in the library, now and in the future, should be 
emphasized when recruiting. Often entire team assessments need to be 
done in order to know what new talent is needed.
 As libraries recognize the beneﬁts of building a multicultural staff, 
reﬂection on current assumptions about “qualiﬁcations” need to occur. 
How much is experience a predictor of success in an organization that en-
gages staff in constant change? What are “excellent communication skills” 
in a more diverse and global environment? How can widely differing work 
experiences and varying learning approaches be evaluated? How can inter-
personal skills needed to succeed in a shared leadership and team-based 
system be assessed? Much research is still needed to improve the recruit-
ment and hiring systems for our differently structured organizations. At 
the UA Library these questions are currently under study.
 Designing an attractive salary system, marketing geographical beneﬁts, 
and highlighting the advantages of working in a team systems environment 
can enhance the attractiveness of positions. Opportunities for learning, 
ﬂexibility in assignments, and participation in shared leadership can all 
serve to recruit motivated new employees who are ready to participate in 
a leading-edge organization.
Other Critical Systems
 As mentioned in the introduction, there are many other systems that 
are just as critical to support of the organizational structure, vision, values, 
and goals. An information system that stores and makes readily available 
quantitative and qualitative measurement data is crucial to support of the 
team system and the planning system. A technological infrastructure must 
be developed that facilitates the goals of the open, horizontal communica-
tion system. A budgeting system that is clear, easy to understand, and ﬂex-
ible must be developed to accommodate the planning and compensation 
systems, as well as team budget request processes. In this environment of 
continuing budget concerns, a fundraising system that involves all teams 
in assessment of needs and takes into account the few critical goals in the 
strategic plan is sorely needed. A marketing system that supports the library 
in communicating its relevance and its unique value to customers is also 
needed as competition develops and funding agencies look for evidence 
of return on investment.
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Summary
 Systems thinking is the “new management competency . . . the gen-
eral reﬂex or habit of conceiving of reality in terms of interdependencies, 
interactions, and sequences. It is a way of thinking at the broadest level 
. . . or the smallest micro-level . . . (or) in between those two extremes” 
(Scholtes, 1998, p. 58). As organization development consultants contribute 
to improving “an organization’s visioning, empowerment, learning, and 
problem-solving processes” (French & Bell, 1999, pp. 25–26), it will be 
important that they utilize systems thinking. The design of organizations is 
complex. Without the development of organizational infrastructure systems 
that integrate fully with vision, values, and goals, the culture change neces-
sary to work collaboratively in true learning organizations will be severely 
hampered. Much thought, involvement, experimentation, and assessment is 
critical to developing successful systems. The University of Arizona Library 
is just one research lab for studying system development in a team-based 
culture; the results of other experiments in organizational change will need 
to be studied to discover how these systems can be developed efﬁciently 
and effectively.
 At the UA Library, the ten-year journey of change has resulted in rec-
ognition of the library as central to the campus goals for research and 
teaching. Staff have successfully assumed leadership roles both within and 
without the library. Constant restructuring, in anticipation of new needs 
of customers and in response to continuing budget challenges, as well as a 
formally articulated focus on performance effectiveness, reﬂects the ﬂex-
ibility, customer focus, and continuous learning we intended in this new 
organizational structure. Peer recognition, in the form of the success of our 
biannual Living the Future conference, regular requests to share experi-
ence and methodologies and to benchmark processes, and the library’s 
receipt of the ACRL Academic Library Excellence Award in 2000 attest to 
the importance of the experiment.
 As we enter the 2004 ﬁscal year, the UA Library has made it a strategic 
goal to become a successful digital library, providing 80 percent of services 
and resources electronically by 2008. The organizational design of the 
digital library just now is emerging. New drivers for change have emerged. 
Insufﬁcient physical space and the limited possibility of gaining new space 
will cause a rethinking of our mission and strategies—again. Desire for 
“personal control,” a new dimension in the 2003 LibQUAL+ARL survey, has 
become a dominant characteristic of customer groups, as was predicted in 
1993. Technology has evolved to the point where “anywhere, anytime, infor-
mation access” is a reality with Personal Digital Assistants and wristbands, PC 
tablets, wireless connections, streaming audio and video, and well-seamed, 
instant access to relevant information, regardless of publication source, but 
with evidence of reliability, source evaluation and veracity is just over the 
horizon. The same holds true for our competitors—some are ahead and 
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heading to new frontiers. We have new challenges (threats to fair use and 
privacy) and some not so new (the mergers and proﬁt-driven strategies of 
the publishing industry) which pose a threat to our ability to afford access to 
the information our customers need. Technological infrastructure systems 
are now the focus of organization development, creating platforms with 
integrated systems that enable the type, level, and methods of access that 
customers need.
 At the same time, a new generation of library workers is joining libraries 
as knowledge workers. Generation X and Generation Y employees bring 
with them different values and different goals. The type of work required 
in this digital library may require different types of collaborative work and 
the development of different consortium-based organizational structures 
and systems. As we create these new structures, it will remain important 
to create appropriate systems to support the new directions, the new val-
ues, and the new goals. And it will be critical for the growing body of OD 
professionals in libraries to keep up with the research on organization 
development and human resource theory. Assessment and improvement 
of the infrastructure systems will need to be ongoing. In this way, libraries 
can build organizations that can compete successfully in the information 
industry, thereby protecting the value of freedom of access to information, 
preserving the cultural record, and teaching information literacy in the 
twenty-ﬁrst century.
Notes
1. See the full report at http://www.library.arizona.edu/library/teams/fast/biblio.html.
2. On the work of Charles McClure, see http://slis-two.lis.fsu.edu/~cmcclure/.
3. See Ray, 2004, for a detailed description of the UA Career Progression/Merit System, its 
design, and the many learnings acquired thus far in its implementation over ﬁve years.
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While much of the development of learning organizations within li-
braries has taken place in large academic institutions, Peter Senge’s theo-
retical concepts are just as valuable in public libraries, even comparatively 
small rural libraries. Utilizing the University of Arizona Library as a case 
study, a prototype of an organizational structure based on teams has been 
developed for the Teton County Library in Jackson Hole, Wyoming. This 
article includes a blueprint for a nonhierarchical, circular team manage-
ment structure and describes the function, relationship, authority, and 
accountability of the library’s teams, as well as a vision for leadership. It 
also provides a model of teamwork incorporating Senge’s ﬁve disciplines 
into a single process that facilitates organizational learning.
A Call for Models
Prototypes are essential to discovering and solving the key problems 
that stand between an idea and its full and successful implementa-
tion.
 These are the words of management expert Peter M. Senge in The Fifth 
Discipline: The Art and Practice of the Learning Organization (Senge, 1994, p. 
271). This classic treatise, originally published in 1990, draws a blueprint 
for an innovative type of organization—the learning organization—that 
is “continually expanding in its capacity to create its own future” (Senge, 
1994, p. 14). Senge is founder and director of the Center for Organizational 
Learning at the Massachusetts Institute of Technology’s Sloan School of 
Management.
Betsy A. Bernfeld, Director, Teton County Library, P.O. Box 1629, Jackson, WY 83001
113bernfeld/team management structure
 In the evolution of the learning organization, Senge reported that U.S. 
companies and organizations are somewhere on the path between “inven-
tion” and “innovation.” Engineers say a new idea is invented when it has 
been proven to work in a laboratory. When it can be replicated reliably at 
a practical cost, it becomes an innovation (Senge, 1994, pp. 5–6). Along 
the path between the two stages, Senge says prototypes are essential to dis-
covering and solving the key problems between idea and implementation. 
He calls for more prototype learning organizations.
 The movement toward a less hierarchical, team-based organizational 
structure began in the business community, and Senge suggests a number 
of successful companies as models, such as Royal Dutch/Shell Oil, Hanover 
Insurance, and Herman Miller. At least ten years ago, the University of Ari-
zona (UA) Library took serious note of the success of this management style 
in business. When Carla Stofﬂe took the position of dean of the UA Library 
in 1991, she was faced with budget cuts that amounted to $619,000 in three 
years, collection costs—especially journals—that had inﬂated by nearly 150 
percent over the previous ten years, and a desperate need for an online 
catalog (Stofﬂe, 1996). One of her ﬁrst moves was to form a steering com-
mittee to study workﬂow in the changing environment. The committee’s 
recommendation was to convert from a hierarchical management structure 
to a team-based organization. Stofﬂe said the “radical, fundamental change” 
focused on adopting a user focus, accepting the need for continual change, 
creating teams, and empowering frontline staff to make decisions (Stofﬂe, 
1995, p. 6). She said the UA Library would not have been able to respond 
to the pressures without this structural change. Today, the UA Library is 
widely recognized as a prototype for organizational restructuring among 
academic libraries (Berry, 2002, pp. 41–42).
 It is difﬁcult to assess the progress of the team approach in public li-
braries, perhaps because public librarians are not as likely to publish works 
on this progress . The North Suburban Library System in Chicago is one 
organization that has been recognized in the professional literature (Hayes, 
Sullivan, & Baaske, 1999, p. 110) for development of a team-based organiza-
tional structure. Team terms such as “dialogue,” “shared vision,” and “systems 
thinking,” however, have entered the jargon of public librarians throughout 
the country. Public libraries appear to be positioned somewhere in the zone 
between the invention and innovation of learning organizations.
 Certainly the same reasons that pushed academic libraries into the 
new organizational structure are present in public libraries: budget cuts, 
technology, an environment of constant change. Budget cuts have hit pub-
lic libraries so hard that the American Library Association launched the 
“Campaign to Save America’s Libraries” in 2002. American Libraries magazine 
reported even more cutbacks and closures in 2003. “County, city, and com-
munity libraries are threatening to shut branches, shorten hours, freeze 
staff positions, and cut back on services at a time when circulation statistics 
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are up” (Eberhart, 2003, p. 20). The climate is right for public libraries to 
take a hard look at making changes in organizational structure as a means 
of surviving and thriving in a harsh environment. To do this, practical mod-
els are needed. While Senge cautions against one organization trying to 
emulate exactly another, he suggests that any organization has the potential 
to serve as an experimental laboratory where important questions can be 
addressed, new insights formed, and practical problems resolved (Senge, 
1994, p. 272). It is time for public libraries to share experiences.
The Teton County Library Experience
 Teton County, Wyoming, lies in the northwest corner of the state just 
south of Yellowstone National Park. It encompasses Grand Teton National 
Park and the high valley that is commonly known as Jackson Hole. There 
are a number of small towns within the valley; the largest is Jackson, with a 
population of 8,647 according to the 2000 Census. The year-round popu-
lation of the entire county is reported to be 18,251, but that number eas-
ily triples with seasonal workers and summer residents between May and 
September. Because housing prices in Jackson Hole have climbed the same 
steep path as other resort areas, many year-round workers live in adjacent 
Wyoming counties or in Idaho. The Teton County Library thus serves a 
much larger population than 18,251.
 Another factor related to library service in Teton County is the isola-
tion of the community, especially in winter. The only university library in 
the state is in the southeast corner of the state, about a seven hour drive 
from Teton County. The closest major public library is in Salt Lake City, 
about ﬁve hours away in good weather. While Jackson Hole has an airport 
that is serviced by fair-sized jets and maintains primary two-lane highways 
leading out of the mountains in three directions, travel of any kind may 
turn hazardous during September through June. Telecommunications from 
the valley are like the highways—somewhat narrow; there is limited access 
to high-speed T1 or DSL lines. If people need access to a library or a fast 
Internet connection, they tend to count on the Teton County Library.
 The backwaters of Wyoming have provided no sanctuary from the 
tempests currently hitting public libraries. The demand for ever-changing, 
sophisticated technology is deﬁnitely present, as are pressing requests for 
service that outstrip funding increases.
 The people of Teton County tend to be highly educated (53.1 per-
cent of people twenty-ﬁve and older hold college degrees according to the 
2000 Census); many seasonal workers are college students, and many new 
residents have moved to the area from large urban centers, bringing with 
them a high level of technological savvy and expectations. In the space of 
six years, Teton County Library has gone from housing ﬁfteen computers 
to more than ninety, to say nothing of the additional servers, the stack of 
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hubs, and the multitude of printers. Wireless access to the library’s network 
is offered to patrons with laptops, and, to keep everything safe, a ﬁrewall has 
been installed and virus protection is updated several times per week.
 In addition to the high-tech crowd, the general population of Jackson 
Hole is full of recreational readers, and there is a high demand for library 
programs. More and more distance students utilize the library each year, 
as does a growing group of migrant workers from Mexico who ﬁll service 
jobs and speak little or no English. In its most recent strategic planning 
process, the library has been charged by county residents to be an entryway 
into the community for Latinos.
 Teton County Library consists of a main library (about 24,000 sq. ft.) in 
the town of Jackson and a small branch in Alta, Wyoming. Annual circulation 
is about 325,000, collection size is about 100,000 volumes, public Internet 
use is about 97,000 sessions per year, staff is comprised of 34 full-time em-
ployees and another 25 or so part-time employees, and the annual budget is 
approximately $2.6 million. It is a good size for a laboratory: small enough 
to be able to experiment, large enough to accommodate the tests.
 The ﬁrst team at the Teton County Library sprang right out of the 
woodwork, actually log work, as the library was housed in a little log cabin at 
the time. It was May 1994, and the present-day 24,000 sq. ft. facility existed 
only in blueprints. The library was just launching a political campaign to 
get a special use tax on the ballot to fund construction of the new library. 
At the same time, a fundraising drive was underway to pay for the building 
site. While the planning for these major events was being conducted in the 
back room by the director, Library Board, and consultants, the regular staff 
sat around a table in the reading room trying to ﬁgure out how to help.
 The consensus of the staff was that they could generate a story a week 
for the local papers to raise the library’s proﬁle in the community. The 
children’s department was already sending in press releases about its pro-
gramming, and there were plenty of adult services that could be publicized. 
Some spectacular, at least showy, events could be helpful as well. The con-
versation in the reading room went something like this:
 “It’s probably a dumb idea,” Sidney began. “I have a couple of llamas 
and we could march with them in the Old West Days Parade with signs that 
say ‘LLamas for LLibraries.’”
 Cindy, an artist, quickly piped up, “I could make some banners.” Jenny 
offered a bag of colorful ribbons, someone’s boyfriend had a black powder 
riﬂe, the school librarian had more llamas, children from the summer 
reading program could join us, there was a fake handlebar mustache in 
the lost and found . . .
 The once-dumb idea assumed lavish proportions, and, without even 
realizing it, the staff had launched the Parade Team.
 In spite of the fact that the children got tired of leading the llamas, so 
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the adult services supervisor, whose fake mustache was falling off, was try-
ing to control the reins of three llamas with one hand and hold the black 
powder riﬂe in the other, and the llamas all had to go to the bathroom at 
the same time in front of the judges’ stand, the library made the papers 
and won a second place ribbon plus $200 for the building site fundraising 
campaign.
 Spurred by this triumph, the Outreach Team was created to continue 
the publicity efforts, and then the Move It! (to the new library) Team was 
created when those efforts were successful. With the exception of a con-
struction project coordinator, no new staff was added to accomplish this 
additional work.
 In the new building, once again there was no additional staff, in spite 
of the fact that there was one more public service desk, an online catalog, 
and a long row of public Internet machines and word processors to tend. 
Also, the Library Board handed over $400,000 to build new collections and 
called for a new strategic plan, immediately if not sooner, please. As the 
newly appointed library director, I brieﬂy consulted S. R. Ranganathan’s 
classic ﬁve laws of library science (“Books are for use. Every book its reader. 
Every reader his book. . . .” [Gorman, 2000, p. 19]), and then went looking 
for a big sister.
The University of Arizona Model
 What we found was a really big sister: the University of Arizona Library. 
I had noted Shelley Phipps’s name (assistant dean for Team and Organi-
zation Development at UA Library) on a journal publication about team 
management, so I contacted her. She generously gave me several hours of 
her time plus the proceedings of a recent conference on organizational 
change at the University of Arizona Library (Living the Future, 1996), which 
documented the UA experiment as a learning organization. (A selected 
bibliography regarding the UA model, which includes a citation for those 
proceedings, appears at the end of this article.) It may seem odd to partner 
a small public library with such a large academic institution—at the time 
UA had a staff of about 200 to our 20. But the two libraries had at least 
two things in common: Both understood the power of teams, and neither 
appreciated hierarchy.
 After that ﬁrst encounter, four basic concepts garnered from the UA ex-
perience were incorporated into operations at the Teton County Library.
Cross-training
 Every member of the Teton County Library staff, even the director, 
was assigned for up to four hours per week at a desk or function that was 
not a primary work assignment. In the new library building, a minimum 
of four staff people was required just to keep the building open, and ﬁve 
if anyone wanted to eat lunch. The old library could be operated with 
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two staff people during evening and Sunday hours. Now there were more 
spaces to cover and an extra public desk to monitor. Cross-training really 
complicated scheduling, but it allowed an enormous amount of ﬂexibility 
in stafﬁng public desks seven days a week, plus four evenings, as well as 
during staff absences. We estimated that, without cross-training, we would 
need at least a 30 percent increase in staff.
 Instituting cross-training at a small public library was easy. We had just 
come from a tight work space where everybody pretty much did everything. 
Reference and circulation services had operated from a single desk, down-
stairs the children’s services performed its own circulation, circulation staff 
helped out with technical services tasks, and a number of people worked 
on outreach. Moving to a bigger building was actually a narrowing of focus 
for our staff and did not require new training. Later, cross-training became 
more challenging when new hires had to master two functions while only 
spending four hours per week at their second assignment. At a large insti-
tution such as the UA Library, where the original organization structure 
was characterized by many specialized positions, this transition must have 
been harrowing indeed.
Team Leaders
 Modeled after the UA Library’s Cabinet, Teton County Library created 
a management team called “Team Leaders.” These leaders represented each 
of the major functions of our library: administration, circulation, reference, 
youth services, technical services, information systems, and outreach. They 
met once a week and considered library-wide issues such as budget, poli-
cies, and planning. The thinking was that all basic functions of the library 
would be affected by such decisions, and thus they should have a voice in the 
process. Each function could lend a unique perspective to the discussion. 
We envisioned this group as a circle, with the library director representing 
administration and also serving as the team’s leader. Previously, under a 
hierarchical model, decisions came from the top down and department 
head meetings were rare.
Modular Job Descriptions
 The Team Leaders created job modules for each of the major library 
functions. These modules were incorporated into individual job descrip-
tions. For example, circulation has a module that lists all of the tasks re-
quired of a person whose primary assignment is circulation. The same 
for youth services, etc. If a person is hired for circulation and assigned to 
cross-train in youth services, his job description will contain the entire cir-
culation module and at least the basic tasks of the youth services module. 
It is easy to streamline a job for an individual’s talents and goals and add 
and subtract tasks as the library’s needs change. It also makes it clear to 
the employee exactly what his responsibilities are. A “leadership module” 
is included in the job descriptions of Team Leaders. “Customer service/
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staff relations” and “personal objectives” modules are included in all job 
descriptions. While the modular job descriptions were not directly copied 
from the UA Library, it is our way of reﬂecting a valuable lesson inherent 
in that system: the importance of the individual.
Peer Review
 Because of the signiﬁcance of team member relationships in a team-
based organizational structure, we broadened the scope of our traditional 
supervisor-employee performance evaluations to include a peer review. This 
broader approach to performance evaluation was especially important with 
people participating on more than one work team and, given the seven-day 
work week, not always under the direct eye of their primary supervisor. At 
ﬁrst peer review was optional, but by now it has become an important, ex-
pected piece of our annual reviews. More recently, the review process has 
been further revised to incorporate a full 360–degree review (employees 
also review their supervisors) and one more important component—self-
evaluation.
 These tools served us well for the next ﬁve years, and I believe they were 
instrumental in our success in completing major projects, sustaining a tre-
mendous growth in services, accommodating constant change, and gaining 
much more ﬁnancial support from the county government. We completed 
our $400,000 collection development project; created and nearly fulﬁlled 
a ﬁve-year strategic plan; sustained a 15–20 percent increase in circulation 
each year; developed our reference and outreach departments; launched 
our computer center, young adult program, and Web site; vitalized our 
Library Foundation; and created an endowment fund. We doubled our 
staff and tripled our budget.
 At that point (mid-2002), what Senge would call “balancing processes” 
began to impact our growth curve. We hit some limits. Service demands 
were still soaring, but the nationwide economic downturn was affecting our 
ability to increase funding. Ofﬁce space in the new building was full, which 
imposed a physical limitation on staff size. All of the teams were larger, 
making meetings harder to manage and decisions more cumbersome. It 
was almost three years since the strategic plan had been created, and the 
shared vision on goals was blurring. Projects were encountering unexpected 
resistance. We were moving more slowly.
 My diagnosis: We needed to improve our organizational structure. We 
needed a system that would work for a staff size of ﬁfty, not twenty-ﬁve, and 
one that was in the midst of a budget and space crunch. Serendipitously, 
I noticed an article in Library Journal that mentioned Shelley Phipps and 
the continuing development of the UA Library as a learning organization. 
I looked up Shelley again.
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Second Encounter with the University of Arizona 
Model
 I should have called for an appointment, but it was two days after 
Christmas and I did not expect to ﬁnd anybody at the UA Library. I had just 
dropped in to reacquaint myself with the facility. To my surprise, Shelley 
Phipps was in her ofﬁce and just happened to be looking for a diversion 
from a paper she was writing. I reminded her of our past meeting and 
launched into my latest list of questions.
 Before an hour was up, Shelley had offered to mentor me in an in-
dependent study through the UA School of Information Resources and 
Library Science. My project was to consist of a directed study of team man-
agement theory, on-site observation of UA Library teams, a literature review 
of articles related to organizational development at the UA Library, and a 
study of UA Library written policies, procedures, and training documents. 
It was to culminate in the articulation of a model of a team management 
structure for Teton County Library that might be transferable to other 
public libraries.
Organizational Structure Diagram
 During our Christmastime meeting in December 2002, Shelley Phipps 
made a puzzling recommendation. “Draw up your organizational chart,” 
she said. She promised it would be an eye-opening experience.
 The UA Library organizational chart is upside down from the usual 
hierarchical structure of an academic library. The dean is at the bottom, 
not the top. Customers (students, faculty, and community) are on top. 
It emphasizes the library’s focus on the customer and the staff support 
role played by administration. Dean Stofﬂe has claimed that the ﬂipped 
organizational chart has been instrumental in her organization’s success. 
“Because of the way we are restructured, we can change faster than we did 
in the past,” Stofﬂe told Library Journal. “It has allowed us to put as many 
librarians as possible in direct, one-on-one work with faculty and students” 
(Berry, 2002, p. 42).
 On the snowy 1,000 mile ride back to Wyoming, I drew many little 
squares looking for a way to represent the organizational structure of Teton 
County Library. We did have a published organizational chart, a typical 
hierarchical diagram with the director at the top, and there is an underly-
ing hierarchy in our organization. All teams have leaders and every person 
has an assigned supervisor. The chart is helpful at new hire orientations 
and once a year when we are making a case to the county commissioners 
about the need for more staff in a particular area. However, the chart 
does not adequately reﬂect how we do our work. It does not depict cross-
training, it does not show Team Leaders and how they make library-wide 
decisions, nor does it represent any of our work teams that accomplish 
special projects.
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 I copied the UA diagram and inserted what I thought were comparable 
titles and terms from Teton County Library. Several things still bothered me. 
The director, at the bottom, was isolated by several layers from the patrons 
at the top. I felt the director of a public library should have direct, close 
contact with the community. Also, while the placement of the director’s 
position was meant to depict a supporting role for staff, it felt more like the 
full burden of the organization was weighing on my shoulders. I recognized 
the importance of being supportive; what was missing was the concept of 
empowerment.
 I switched from drawing squares to drawing circles. Our original char-
acterization of the Team Leaders was a circle, which represented our col-
laborative spirit and the important role Team Leaders played in decision-
making. I felt it was empowering. I wanted to carry that theme throughout 
the entire structure.
 By the time I reached Wyoming, I had completed a diagram (see Figure 
1.) consisting of four concentric circles. The circles demonstrate the roles 
of each of the teams, their relationships with each other, and how they work 
together to accomplish the purposes of the library.
 In the outermost circle are the basic work teams, formerly depart-
ments, at Teton County Library. They represent the eight basic functions 
of the library and are thus referred to as “functional teams.” (An eighth 
team was recently added, our computer services team, after we opened a 
public computer center in the library.) Note that administration is consid-
ered a functional team immediately adjacent to the public, and it is also 
represented in the center of the chart. Functional teams create their own 
mission statements, goals and objectives, and guidelines and procedures 
under the broad umbrella of the library’s overall mission statement and 
strategic plan. They distribute the team’s work load, set the schedules of 
team members, and train members and cross-trainers.
 The second circle shows special work teams, or “cross-functional teams.” 
These teams are made up of staff members across various departments. 
Members are chosen because of their particular knowledge, interest, or 
abilities in the speciﬁc area. Teams sometimes have a limited tenure; other 
times they exist indeﬁnitely. Generally, cross-functional teams work under 
the authority of the Team Leaders. They often perform tasks related to 
the library’s strategic plan, and their objectives, and work plans are subject 
to the approval of Team Leaders. They sometimes work as think tanks or 
problem solvers, and they make recommendations to the Team Leaders 
based on their ﬁndings.
 Collection Development is the largest cross-functional team, consisting 
of about twenty members. The group met frequently when the collection 
for the new library was being purchased, but now they gather only for pe-
riodic training sessions and to recommend the year’s collection budget. At 
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this point, their work is mostly accomplished individually. The Sirsi team 
is responsible for implementing and troubleshooting the new circulation 
system. (“Sirsi” is the name of the circulation software company.) Now that 
the system has been up and running for a year with most problems resolved, 
that team will be disbanding soon. Programming was formerly done by 
Youth Services, Outreach, and Reference teams working independently, 
which resulted in schedule conﬂicts and production bottlenecks. Now the 
various team members coordinate efforts by meeting regularly on the Pro-
gramming team. Distance Education and Web teams are working on new 
initiatives for the library. Public Services allows the staff of the public desks 
a forum for dialogue regarding their special concerns. Personnel and Staff 
Appreciation focus on creating a model work environment in the library.
 Before this diagram was constructed, cross-functional work teams were 
not only not on the organizational chart, but they were not in individual 
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job descriptions. Basically, they were unofﬁcial add-ons to people’s work 
assignments, with little recognition and no compensation. If this chart ac-
complishes nothing else, it has at least uncovered that oversight.
 Getting closer to the center is the circle of Team Leaders, the manage-
ment team. This team now has ten members: all the functional team lead-
ers (which includes the director), the assistant director, and the executive 
director of the Library Foundation, who sits in meetings as a nonvoting, 
ex-ofﬁcio member. With the exception of personnel issues, policy-making, 
and budgeting, Team Leaders generally have ﬁnal authority in decision-
making.
 In the center of the organizational chart are the sources of energy, the 
driving forces: the director’s vision, the guidance of the Library Board, the 
funding authorized by the county commissioners, and the Mission and 
Strategic Plan formulated by the community.
 To demonstrate this model to my staff, I cut some pieces of foam core 
into four circles of diminishing size. I was competent in cutting the shapes 
and coloring and lettering the circles, but when it came time to screw them 
together, I panicked and turned the job over to my husband. He returned 
with the completed model within ﬁve minutes. He said it was no problem 
to achieve the correct alignment because each circle supports the one 
adjacent to it in its proper position. The same can be said for our manage-
ment structure. The supportive role is not left to the director but is shared 
by all through the organizational structure itself.
 That was the ﬁrst of many revelations my staff and I have had about our 
management structure because of the model, which, by the way, sits out in 
my ofﬁce and is referred to frequently—as opposed to the old hierarchical 
model that was hauled out once a year. The model makes me feel empow-
ered and empowering, not burdened. Staff feel a sense of recognition for 
the work they have been doing on cross-functional teams, and they now see 
this extra responsibility as a way to advance in the organization. The model 
visually supports our consistent preaching that customer service is our top 
priority. The model has made it easy to explain to the Library Board and 
county commissioners how we operate and what we are doing.
Team Learning
 Shelley Phipps also assigned me to read Peter Senge. My copy of his 
book The Fifth Discipline is riddled with underlining and margin scribbles. 
I also have a spiral notebook full of notes and a three-ring binder packed 
with chapter summaries. I am convinced of the importance of each of the 
ﬁve disciplines Senge describes: personal mastery, mental models, shared 
vision, team learning, and systems thinking. What remained unclear to me 
after all that study was the relationship of the ﬁve disciplines.
 Senge stresses the importance of developing the disciplines as an en-
semble, with systems thinking the integrating force. He seems to say that if 
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an organization cultivates all of the disciplines, individuals will at a certain 
point experience a shift of mind or “metanoia” (Senge, 1994, p. 13), a 
learning experience. The organization learns.
 Senge teaches that all of the disciplines need not be developed simul-
taneously:
Though all are important, there are crucial questions concerning se-
quencing and interactions among the disciplines. What disciplines 
should be developed ﬁrst? How can understanding in one area lead 
to mastery in another? How do we sustain movement along all critical 
dimensions and not become self-satisﬁed with our accomplishments 
in one area? These are the types of design questions that leaders must 
ponder. (Senge, 1994, p. 343)
This kind of design work called for a really big piece of foam core. I located 
a ﬁve-by-eight foot sheet at a local art and frame shop and trucked it to 
the library.
 It does seem that there is a natural sequence to the ﬁve disciplines: 
An organization, through its personnel policies, training programs, and 
one-on-one mentoring efforts, develops the discipline of personal mastery 
among its employees. Individuals are then carefully selected for placement 
on teams. Teams are coached in the discipline of analyzing mental mod-
els; they study the systems archetypes, and they practice the techniques of 
dialogue and discussion. They use these skills to develop a shared vision 
of the issue or problem they are charged with resolving. From the shared 
vision emerges goals, objectives, and action plans. From this process and 
product the team has learned, and thus the organization has learned.
 Figure 2 depicts the Teton County Library model of a process for team 
learning that incorporates and demonstrates the relationship of Senge’s 
ﬁve disciplines. A full-color, ﬁve-by-eight foot foam core representation of 
this chart is housed in the director’s ofﬁce at the Teton County Library.
 The value of providing this model, this ordered ensemble, is that it 
sets priorities and it poses a methodology for accomplishing tasks that in-
corporates all of the disciplines, thereby predisposing the organization to 
learning. This model communicates to staff that the personal mastery of 
employees is the ﬁrst and foremost concern of the Teton County Library. 
“It is a pivotal moment in the evolution of an organization when leaders 
take this stand,” Senge writes. “It means that the organization has abso-
lutely, fully, intrinsically committed itself to the well-being of its people” 
(Senge, 1994, p. 144). The presence of the large foam core model in my 
ofﬁce serves as a blatant reminder to me as a manager that I must fulﬁll 
this commitment. Many tasks come immediately to mind, such as divert-
ing more funds to the training budget, reevaluating job descriptions and 
pay scales with respect to work on cross-functional teams, improving our 
performance evaluation process, exploring the possibility of larger merit 
raises, and allowing speciﬁc hours per week for training.
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 In starting to implement the model, my ﬁrst action was related to my 
own personal mastery: I composed a statement of my personal vision or 
purpose story as director of the Teton County Library. Senge deﬁnes the 
vision or purpose story of leaders as “the overarching explanation of why 
they do what they do, how their organization needs to evolve and how 
that evolution is part of something larger” (Senge, 1994, p. 346). Just as 
individual mastery is the basis for organizational learning in the model, 
individual vision is the building block of organizational vision. The Teton 
County Library’s vision is composed of the personal visions of the entire 
library staff, Library Board, county commissioners, and community. How-
ever, if the director’s role is stewardship of the organization’s vision, as 
Senge teaches, it becomes of utmost importance that the director have a 
strong personal vision of the organization and can articulate it. This task 
of composing a personal vision statement was more than a philosophical 
exercise or a physical grappling with foam core. It demanded a deeper 
sense of commitment to the library. I had to answer these questions: Was 
the library part of my life’s purpose? Was my personal vision consistent with 
the library’s direction?
 In September 2003 I presented my vision to the Library Board and at 
a staff-wide meeting, and it will be incorporated into the employee hand-
book (see Appendix). The statement was quietly received; at least no one 
laughed. Whether it will encourage others to think about their own personal 
visions, foster a deeper commitment to the library, or have any impact on 
the progress of the library remains to be seen and may never be measured. 
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It was a turning point for me, however. I now recognize that my “job” is part 
of my “life’s work.” When frustrated, I go back and review the big picture 
of why what I am doing is worthwhile.
 My second action was a proposal to re-create the Personnel Team as a 
combination of our existing Personnel Committee (which had dwindled 
to three members) and Management Structure Team (which met only 
once a year at budget time). The proposal was both a declaration of the 
importance of efforts regarding personnel and an acknowledgement of 
the inseparability of personal mastery from organizational structure. Team 
Leaders assumed responsibility for launching the refurbished team, a new 
role for them, and they greatly improved the haphazard method we used 
in the past for creating teams.
 Team Leaders began by producing a written charge describing the 
team’s purpose, authority, and desired characteristics. They envisioned the 
team as a think tank and advisory group to the Team Leaders, and the team 
would respond to speciﬁc assignments from the Team Leaders. The Person-
nel Team would generally make recommendations, not decisions. Team 
Leaders speciﬁcally called for members who could be open-minded and 
maintain conﬁdentiality. In spite of pressing needs for the team’s work, the 
Team Leaders set aside several weeks for the recruitment of new members. 
They sent e-mail notices and discussed the process at a staff meeting, calling 
for nominations and self-nominations. They carefully reviewed candidates 
before approving appointments in order to assure a broad and balanced 
representation of staff on the committee. The new team then underwent 
several team-building and training sessions on dialogue and discussion 
before they actually started work on speciﬁc assignments. Time has been 
carved from members’ work schedules to allow for participation. A Person-
nel Team module has been added to their job descriptions and extra pay 
will be considered. This excellent input will not guarantee excellent output, 
but the two must certainly be correlated.
 Meanwhile, Team Leaders have begun training on the skills and dis-
ciplines that will foster their ability to learn as a team and arrive at shared 
vision. The ﬁrst lesson was in dialogue. An issue arose regarding whether to 
add a new member to the Team Leader group—the coordinator of Latino 
Services. This was a straightforward, though fairly heated issue. It was ﬁrst 
determined that the decision should be made by the Team Leaders, not the 
director, as that group would be most affected. Rather than immediately 
launching into argumentative discussion, the group followed the rules of 
dialogue and began its decision-making with a clariﬁcation process. The 
clariﬁcation led to analysis based on agreed-upon criteria, which quickly 
ended in a strong consensus.
 The library also hired a consultant to assist in a library-wide prioritization 
effort. All teams are facing a burgeoning workload with no ability to increase 
staff. Tasks of lesser importance may have to be cut in order to maintain the 
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most vital work. The consultant utilized the team learning process model 
with the Team Leaders. He facilitated their creation of a shared vision re-
garding technology in the library. This vision is the ﬁrst step in assisting 
the Information Systems functional team in setting its work priorities. The 
experience gained by Team Leaders in this exercise will be transferred to 
their individual functional teams. Each team will develop a shared vision of 
its role, from which it will begin work on prioritizing tasks.
 The Teton County Library is positioned somewhere along the con-
tinuum of invention to innovation of a public library that is a learning 
organization. Without a doubt, the organizational structure has enabled us 
to accomplish enormous amounts of work very efﬁciently by empowering 
every staff member. People enthusiastically volunteer for cross-functional 
teams even without any system in place for additional compensation, which 
speaks to a high level of commitment.
 We are still very much in the developmental stages, however. We spend 
more time on process (meetings, communication training, etc.) than any of 
us enjoy. We are far from masterful in the arts of dialogue, systems thinking, 
and analyzing mental models. We are profoundly grateful to the leaders 
at the UA Library for their continuing mentorship, and we are constantly 
seeking ideas from other libraries to assist our climb from a productive past 
to a successful future. It is our hope that the Teton County Library models 
can provide a handhold for more experiments in the public library ﬁeld.
Appendix
A Director’s Vision
 As Director of the Teton County Library, I see one of my chief roles as being 
steward of the organization’s vision and sense of purpose. That is, the Director must 
embody and articulate the Library’s vision. This requires the development of a per-
sonal vision of the organization’s purpose and direction, and it should be perceived 
as a part of her own life’s work.
 However, an organization’s vision is not just the Director’s vision. It is composed 
of the personal visions of all those involved; in our case that necessarily includes the 
Teton County Commissioners, Library Board, Library staff and the entire community. 
The more closely aligned these personal visions, the stronger the organization is in 
accomplishing its purpose. On the other hand, it is impossible to lead if the leader’s 
vision is out of line with the rest of the organization.
 Here is my personal vision. Can I be your leader?
1. The foundation upon which my commitment to the library rests is a 
respect for the community and a respect for the individuals who staff 
the Teton County Library. No, respect is not the right word. What is it 
that makes me always so happy to come home to Jackson Hole every 
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single time I leave? Why is it so hard for me to pass by any staff member’s 
desk while you’re working and not interrupt you to say hello? Why dur-
ing my personal time am I drawn back over and over to manipulating 
my mental models of library structures and events? Nope, this is love. 
My commitment to the Teton County Library is not based on elevated 
philosophy but personal love.
2. I have learned to believe in the power of teamwork. My ﬁrst lessons came 
from the library staff as we tackled challenge after challenge. Any good 
idea I had was made grand by your input. I hope I have contributed to 
your ideas as well. The library has accomplished so much because of 
many people working together.
3. What I seek to create at the Teton County Library is a learning organiza-
tion. I believe in people’s innate desire to learn. I see that continual 
learning is a necessity for the success of the organization and the com-
munity. Learning is very important to me personally.
4. I believe in the vision of democracy set forth by the Constitution of the 
United States. Education is the key; the public library is the cornerstone 
of adult education and the access point for uncensored information. I 
often mistype “library” as “liberty.” Teton County Liberty. Perhaps the 
two are interchangeable in my mind.
5. Growth is a scary concept as we look around us and witness its impact on 
the environment and our quality of life. After experiencing so much 
growth in service demands at the library, we probably all often wish we 
could just level off for a while. However, I support and encourage growth 
at the library. Who can challenge the value of more learning, of more 
people reading, studying, knowing, thinking? There should be more 
access to information; we should reach more community members. We 
should do this in the most efﬁcient possible way.
6. I have come to accept change as a fact of life for the library because it 
is a fact of life for our society. And, given the current nature of that 
change—growth of technology, transition to an information society—an 
organization that trafﬁcs in information can expect to change more 
than most organizations. A library must espouse change, develop its 
own ﬂexibility to adapt quickly, and keep a watchful eye focused on the 
future.
7. A library is not just a storehouse of information. It is not a reﬂection of 
a librarian’s interests. It should be a vibrant participant in the life of the 
community and be constantly looking to the community for its mission 
and direction.
I envision Teton County Library as a public library recognized for innova-
tion and excellence.
Betsy Bernfeld, September 1, 2003
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From Measurement to Management: Using Data 
Wisely for Planning and Decision-Making
Steve Hiller and James Self
Abstract
The wise use of data, information, and knowledge in planning, decision-
making, and management can improve library performance. While libraries 
have long collected data, however, it is only recently that they have begun to 
use it effectively in library management. This article provides an overview 
of data use in libraries, organizational barriers, and support issues, as well 
as examples of libraries that have successfully integrated data acquisition, 
analysis, and application into management.
Introduction
 Data can be deﬁned and used in a number of different ways. Our simple 
deﬁnition is that data are records of observations, facts, or information 
collected for reference or analysis. Data may take a number of forms, such 
as transactions, observations, surveys, or interviews. All of these provide 
data, that is, observations, both quantitative and qualitative, from which 
inferences may be drawn by means of analysis.
 Libraries have long collected data about library operations, primarily 
inputs such as the size of collections and staff or expenditures. However, the 
degree to which they were used, or could be used, for decision-making in 
library management varied widely. Recently, there has been a voluminous 
increase in library-related data, not only in transactional information from 
online library systems and electronic resources usage but also from efforts to 
gain more direct user input through surveys, focus groups, and other meth-
ods. Funding and accrediting bodies are also asking libraries to demonstrate 
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their impact on the user community through performance measurements 
that are based on outcomes and data. While many libraries recognize the 
value of using data for planning and decision-making, they are unsure how 
to collect, analyze, and apply the data effectively in library management.
 This concern is not new. Libraries have struggled for years with how to 
utilize statistics and other data to enhance library effectiveness. Nearly two 
decades ago, Allen posed these questions at an international conference:
The failure of library statistics to solve all the problems that library man-
agement would have them solve may not, however, be entirely the fault 
of the statistics. A number of questions may be reasonably asked. Do 
librarians collect the appropriate statistics? Are the statistics collected 
either accurate or comparable among similar libraries? Do we ask valid 
questions of the data? And above all, do we know how to manipulate 
and interpret statistical information? All too often the answer to these 
questions is “no.” (Allen, 1985, p. 212)
 Although many libraries have measured aspects of library activity or 
operations, why have the majority failed to use data effectively in manage-
ment? What are the obstacles and barriers? Are there strategies and pro-
grams that have worked well, providing models from which we can learn? 
This article will review both the problems and successes involved in using 
data wisely in library management and decision-making.
Traditional Uses of Data in Libraries
 Libraries have generated and collected data related to their operations 
for many years. Statistical data in such areas as expenditures, number of 
books purchased, and staff size were gathered and reported to appropriate 
administrative bodies or groups. Gerould was among the ﬁrst to discuss the 
practical value of comparative data:
No questions arise more frequently in the mind of the progressive 
librarian than these: Is this method the best? Is our practice, in this par-
ticular, adapted to secure the most effective administration? Are we up 
to the standard set by similar institutions of our class? These questions 
are of the most fundamental type, and upon the success with which 
we answer them depends much of the success of our administration. 
(Gerould, 1906, p. 761)
 Gerould further elaborated on the statistical categories that would prove 
helpful in library administration and management. These included facilities, 
collections, ﬁnances, staff, salaries, ordering and processing, cataloging, col-
lection use, reference transactions, and departmental libraries. He began 
collecting and publishing data in 1907–8 from a select group of academic re-
search libraries, and the practice continued (after his retirement) until 1962, 
when the Association of Research Libraries (ARL) took over the collection, 
compilation, analysis, and distribution of statistics. While these early statistics 
provide an invaluable record documenting the historical development of 
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American academic research libraries, there is little evidence on how they 
were actually used to improve library management and decision-making. 
While it is likely that comparisons with other libraries may have added fuel 
to budget requests for increased funding, local statistics were more likely 
to be used for library planning. For example, the best data for projecting 
collection growth and the need for expanded facilities “are found in the 
individual library’s statistical history” (Metcalfe, 1986, p. 155). In his work on 
the Gerould statistics, Molyneux (1986) included library collection growth 
as the only example of how this data set could be used.
 Comparative statistics were also used to develop standards, especially by 
library organizations. Such standards might specify the minimum number 
of volumes, staff, user seating, and other library measures. Efforts were also 
made to incorporate these standards or other statistical data into budget 
allocation, both at the institutional level and within the library. Library fund-
ing models or formulas such as Clapp-Jordan in the 1960s (and subsequent 
variants) endeavored to tie a recommended collection size to measures 
such as number of faculty, undergraduate students and majors, and gradu-
ate students at the masters and doctoral levels. Internal allocation models 
for collection development by subject area also used faculty and student 
numbers correlated to academic departments, as well as data related to 
publishing output, costs, type of materials, loans, and other use measures. 
While these were clearly efforts to use standards and data in library manage-
ment, they were based on assumed linkages rather than research. Because 
these data were input centered, the link to outcomes were, at best, difﬁcult 
to measure. As Clapp and Jordan admitted:
The formulas described in this article have been developed in an at-
tempt to ﬁnd a method for estimating the size for minimal adequacy of 
academic library collections more convincingly than can be done with 
existing criteria. It may be validly objected that little more has been ac-
complished than to transfer the locus of conviction from an unknown 
whole to the unknown parts, of which the whole is composed. (Clapp 
& Jordan, 1965, p. 380)
 Of greater utility to libraries were local research studies that examined 
speciﬁc library services and processes undertaken in order to improve li-
brary performance. These included evaluating such activities as cataloging 
efﬁciency, card catalog use, reference services, collection use, interlibrary 
loan and document delivery, facilities and access, library systems, budget-
ing, and personnel. F. W. Lancaster’s inﬂuential 1977 book, The Measure-
ment and Evaluation of Library Services, provided the ﬁrst systematic review 
of studies designed to measure and assess library performance. Lancaster 
also covered the different methods that could be used for evaluation. He 
made the important distinction between broad-based input/output data 
(“macroevaluation”) and more focused analysis and interpretation of system 
processes (“microevaluation”):
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Macroevaluation measures how well a system operates, and the results 
usually can be expressed in quantitative terms (e.g., percentage of 
success in satisfying requests for interlibrary loans). It reveals that a 
particular system operates at a particular level, but it does not, in itself, 
indicate why the system operates at this level or what might be done 
to improve performance in the future. Microevaluation, on the other 
hand, investigates how a system operates and why it operates at a par-
ticular level. Because it deals with factors affecting the performance of 
the system, microevaluation is necessary if the results of the investiga-
tion will, in some way, be used to improve performance. (Lancaster, 
1977, p. 2)
In a subsequent paper Lancaster and McCutcheon went on to state,
Many of the studies conducted in the last ten years that can be grouped 
under the general heading of quantitative methods, are pure macro-
evaluation because they rarely go beyond producing data. In order to 
improve the service, we need microevaluation. . . . This type of analysis, 
although we use ﬁgures in our analysis, is more or less non-quantita-
tive. It is interpretative. The investigator is very much concerned with 
using the ﬁgures acquired through quantitative procedures, to make 
reasonable decisions on what needs to be done to raise the level of 
performance. (Lancaster & McCutcheon, 1978, pp. 13–14)
Library Automation and Data Generation
 The development and implementation of library-related systems for in-
formation retrieval, cataloging, and circulation coupled with the increased 
use of computers for quantitative analysis in social sciences helped move 
library education to a more systems-based approach in the late 1960s and 
1970s. A new generation of library educators and librarians emerged who 
were equipped with quantitative skills and a structured social science ap-
proach to problem-solving that resembled Lancaster’s microevaluation. 
Swisher and McClure addressed the need for “developing a research plan 
and analyzing data in such a way that practicing librarians can make better 
decisions and improve the overall effectiveness of their libraries” (Swisher 
& McClure, 1984, p. xiv). They called this type of applied activity “action-
research” and deﬁned it as the “ability to formulate questions about library 
services and operations, collect empirical data that appropriately describe 
factors related to those questions, and analyze those data in such a man-
ner that summary descriptive information will be produced to answer the 
original question and implement actions/decisions to increase library ef-
fectiveness” (Swisher & McClure, 1984, p. 2).
 By the early 1980s automated library systems could generate copious 
amounts of data and reports on circulation, cataloging volume, and use of 
catalogs and bibliographic databases. It was envisioned that these systems 
would form the core data elements of the emerging Management Informa-
tion Systems (MIS) and Decision Support Systems (DSS) that would under-
pin good library management and decision-making in the future. Heim 
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deﬁned an MIS as “A system that provides management with information 
to make decisions, evaluate alternatives, measure performance, and detect 
situations requiring corrective action” (Heim, 1983, p. 59).
 Decision support systems were seen as supporting broader adminis-
trative and management decisions. Dowlin and McGrath envisioned this 
scenario in the not too distant future:
The goal for the DSS is for the library director or manager to use a termi-
nal to ask the DSS: How is the library today? The system would respond 
with such comments as: “terrible,” “lousy,” “fair,” “good,” “not bad,” or 
“great.” The questioner could then ask why. The system would respond 
with a summary report of all of the indicators using predeﬁned criteria 
that would indicate exceptions. (Dowlin & McGrath, 1983, p. 58)
 Yet at the same conference in 1982 where Dowlin and McGrath present-
ed their view of how systems data would be used in management (Library 
Automation as a Source of Management Information), Shank expressed 
his doubts:
The whole system seems to be put into place as a perpetual motion ma-
chine all too often installed without there being any analysis of what to 
do with the data. . . It is not clear, what, if anything, can be done about 
whatever the data purports to show . . . Data rejection occurs because 
there is a lack of understanding as to what data and information will 
sustain decisions about the value of services. (Shank, 1983, pp. 4–5)
 Shank’s comments certainly illustrated the need for the data to be ana-
lyzed, presented, and reported in a manner that could be easily understood 
and grasped by managers, administrators, staff, and other stakeholders. 
Burns noted in ARL Spec Kit 134 (Planning for Management Statistics in ARL 
Libraries):
The collection and use of management statistics is of almost universal 
concern to academic library administrators as part of their efforts to 
accurately describe their libraries’ performance, evaluate and enhance 
effectiveness, and plan for the future. Although the need for manage-
ment statistics and the potential for their use in decision-making is 
acknowledged by research libraries, most are still searching for ways to 
reconcile internal needs with external requirements, and to develop 
systems for effective use of statistics. (ARL, 1987, p. i)
 Two years later, Vasi observed in ARL Spec Kit 153 (Use of Management 
Statistics in ARL Libraries) that, while many libraries gathered statistical data, 
there appeared to be little use of such data in planning and evaluation and 
a distinct lack of analysis:
Despite the wide range of possible uses for management statistics listed 
here, the predominant use for statistics is for comparison purposes—ei-
ther with other institutions or year-to-year within libraries. It may be 
more valuable to ask why statistics are not used more frequently for 
other than comparative purposes. Comparative statistics seem to be 
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ends-in-themselves rather than as initial steps in an analysis of a library’s 
operations or in quality of service. In almost all documents submitted, 
statistical reports were not accompanied by narrative analysis of the 
meaning of the data. . . . Why aren’t more creative, analytical uses 
made of the large amount of statistics collected? Another phrasing 
of the question might ask how library managers use statistical data to 
make decisions on basic library goals and management of resources. 
(ARL, 1989a, p. ii)
 Although automated systems made the process of generating process-
related statistical data easier, whether these were the appropriate data and 
how to utilize them were still problematic for most libraries. No matter 
how well the MIS or DSS models looked in theory, they rarely worked in 
practice to meet the needs of administrators and managers. As Young and 
Peters summarized, “the appealing elegance, simplicity and effectiveness 
of MIS as an ideal has been difﬁcult to design and implement in the real 
world.” (Young and Peters, 2003, p. 1754). There were plenty of data, but 
they were not necessarily the right data and most library staff lacked the 
necessary interpretation, analysis, and presentation abilities to apply data 
effectively in management and decision-making.
 McClure recognized these problems and pointed out several areas 
where more research was needed on MIS and DSS, including models and 
design considerations, hardware/software needs, and organizational impact 
and behavior. He posited a series of research questions, including, “What 
organizational climates and administrative assumptions facilitate the ef-
fective use of library MIS and DSS?” (McClure, 1984, p. 39). In examining 
the promise of microcomputer systems to improve management decision-
making in libraries, McClure cautioned, “Regardless of the quality of and 
state-of-the-art of microcomputing hardware and software, the organiza-
tional context can preclude effective development of microcomputer-based 
decision making” (McClure, 1986a, p. 41).
 Organizational issues rose to the forefront in McClure’s study on the 
use of cost and performance measures by middle managers in ARL librar-
ies. He concluded that, “The views and attitudes expressed during these 
interviews frequently suggest that signiﬁcant organizational change will be 
necessary before cost and performance measurement data can be integrated 
successfully into academic library decision making” (McClure, 1986b, p. 
329). McClure went on to recommend professional- and organizational-
level strategies to increase the use of data in decision-making:
1. Review existing management styles and organizational climates within 
the academic library.
2. Increase the knowledge level of the importance and potential applica-
tions of cost and performance measurement data.
3. Develop administrative systems that support the identiﬁcation, collec-
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tion, organization, analysis, and reporting of cost and performance 
measure data.
4. Establish reward structures for librarians who use cost and performance 
measurement methodologies for library decision-making. (McClure, 
1986b, pp. 332–333)
Organizational Development and Data Use
 Organizational development concepts began to be incorporated into 
library management studies and reviews by the early 1970s. In particular, 
strategic planning, workplace environment, staff development, decentral-
ized decision-making, and organizational efﬁciency were emphasized as 
critical components of a management review. The Management Review and 
Analysis Program (MRAP) sponsored by ARL helped bring organizational 
development into academic libraries. MRAP was an institutional self-study 
that saw strategic planning at the heart of organizational change. Data for 
decision-making played a key role in the organizational environment as 
it was used in each phase of the reiterative planning and action process. 
In organizational development, this was known as “action research” and 
deﬁned by French and Bell as the following:
Action research is the process of systematically collecting research data 
about an ongoing system relative to some objective, goal or need of 
that system; feeding these data back into the system; taking actions by 
altering selected variables within the system based both on data and 
on hypotheses; and evaluating the results of actions by collecting more 
data. (French & Bell, 1999, p. 130)
 The elements of the strategic planning process in libraries as it evolved 
during the 1980s included the development of a mission, vision, and values 
statement along with an environmental analysis that looked at both external 
and internal activities and trends. The formulation of goals and objectives 
as part of action planning, implementation, and evaluation followed. Data 
collection and utilization as part of this process became critical in two ar-
eas: assessing current library performance and measuring progress toward 
achievement of goals and objectives. Gardner noted in his introduction 
to an ARL Spec Kit 158 (Strategic Plans in ARL Libraries) the “importance 
of success measures and of the need for libraries to develop more ways of 
understanding its programmatic strengths and weaknesses” (ARL, 1989b, 
p. ii). In one of the ﬁrst books published on strategic planning in librar-
ies, Riggs wrote, “The importance of maintaining comprehensive statistics, 
conducting well-designed surveys, and using reliable performance measures 
cannot be overemphasized. Data derived from these records/studies will 
be crucial when the library’s goals and objectives are being scrutinized” 
(Riggs, 1984, p. 20).
 Hernon and McClure noted that this type of formative evaluation takes 
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the greatest effort because it “requires the existence of clearly stated library 
goals and objectives” and the “establishment of regular data analysis and 
collection procedures” (Hernon & McClure, 1990, p. 10). They emphasized 
that political and organizational barriers must often be overcome for evalu-
ative data to be used effectively.
 As strategic planning took hold in many academic libraries, the need 
for developing performance measures closely linked to library goals, objec-
tives, and action plans grew. While this article focuses primarily on academic 
libraries, a number of public libraries had been working with performance 
measures since the 1970s (see DeProspo, Altman, & Beasley, 1973). These 
pioneering studies established a framework for performance measures 
based on practical ways to measure library services, user success as a primary 
factor in service quality, and development of similar measures that could 
be employed across different libraries to provide comparative information. 
Public libraries by their nature are more involved in community analysis and 
use demographic and other related data to tailor services and collections to 
the local population. Public libraries also compete with other public agen-
cies for local support from the governing body or directly from taxpayers. 
This is an added incentive to demonstrate the economic and social value 
of the library to the community using relevant data sources.
 Van House and colleagues provided this justiﬁcation for developing 
and using performance measures in academic libraries: “Carefully selected 
and intelligently used, output measures enable librarians to determine the 
need to which objectives are accomplished, set priorities for resource alloca-
tion, justify services, and demonstrate the degree of library effectiveness to 
the library’s parent organization and other agencies.” (Van House, Weil, 
& McClure, 1990, p. 13).
User-Centered Libraries and the Culture of Assessment
 The concept of the user-centered library emerged in the late 1980s 
and early 1990s, fostered by strategic planning, total quality management, 
the external demands for accountability and measurable outcomes, and 
rapidly changing information and budgetary environments. Management 
strategies emphasized the need to focus on the customer and customer 
needs rather than organizational inputs and tasks. As Stofﬂe and her col-
leagues at Arizona stated:
Libraries must move from deﬁning quality by the size of the inputs—
and especially from valuing staff and collection size as “goods” in and 
of themselves. They get away from an internal professional evaluation 
of quality rooted in the context of what librarians agree that libraries 
do. All services and activities must be viewed through the eyes of the 
customers, letting customers determine quality by whether their needs 
have been satisﬁed. Librarians must be sure that their work, activities 
and tasks add value to the customer. (Stofﬂe, Renaud, & Veldof, 1996, 
pp. 220–221)
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To accomplish this, user- or customer-centered libraries “collect data and 
use them as the basis for decision-making rather than rely on subjective 
impressions and opinions” (Stofﬂe, Renaud, & Veldof, 1996, p. 221). The 
keys to the success of the user-centered library can be found in understand-
ing user needs, information seeking and using behaviors, user satisfac-
tion, and providing the organizational focus and support on positive user 
outcomes.
 Lakos, Phipps, and Wilson (2002) have promoted the concept of es-
tablishing a positive organizational climate for data-based decision-making 
through the development of a culture of assessment in libraries. Lakos’s 
deﬁnition summarized their work:
A Culture of Assessment is an organizational environment in which deci-
sions are based on facts, research and analysis, and where services are 
planned and delivered in ways which maximize positive outcomes and 
impacts for customers and stakeholders. A culture of assessment exists 
in organizations where staff care to know what results they produce 
and how those results relate to customers’ expectations. Organization 
mission, values, structures, and systems support behavior that is per-
formance and learning focused. (Lakos, 2002, p. 313)
Lakos has written extensively on the organizational components of a culture 
of assessment. He notes:
The prerequisites for a culture of assessment are supportive leadership, 
openness, integrity and trust. Developing positive assessment values 
and acceptance for assessment work is much easier in an organiza-
tion where these prerequisites exist. Assessment is not about systems 
and tools, it is about people working together toward a common goal. 
(Lakos, 1999, p. 5)
According to Lakos, administrative leadership is critical: “The presence of 
visible leadership cannot be emphasized enough. Leadership is paramount 
for any organizational culture change to take hold, to be taught to the 
organization, and sustained over time until it becomes ingrained” (Lakos, 
2002, p. 316).
 It seemed as though all the building blocks for effective data use in 
management were in place by the end of the millennium. Library systems, 
microcomputer technology, and more recently the ubiquity of the Internet 
all helped provide increasingly powerful and easy to use tools for data col-
lection and analysis. Spreadsheets and statistical analysis packages resided 
comfortably on desktop computers or local networks and were part of the 
library toolkit for measurement and evaluation. Organization development 
was ﬁrmly entrenched in many libraries with ongoing and iterative strategic 
planning, staff development, staff empowerment and reorganization, and 
a strong focus on quality and the user.
 While some libraries had made the transition from measurement to 
informed use of data in management, the difﬁculties associated with using 
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data effectively remained for many libraries. Hiller (2002a) described the 
obstacles of organizational structure and inadequate leadership, librarian 
unease with quantitative analysis, lack of good data analysis and presentation 
skills, and the need to develop meaningful measures as major barriers to 
more extensive use of statistical data in libraries. The task of writing indica-
tors and measuring performance turned out to be a complex activity with 
mixed results at best. Kyrillidou noted that “Performance indicators are 
being developed from data that can be easily gathered. Of course, what is 
easy to measure is not necessarily what is desirable to measure. It is always 
tempting to set goals based on the data that are gathered, rather than 
developing a data-gathering system linked to assessing progress towards 
meeting establishing goals” (Kyrillidou, 1998, p. 6).
 The organizational issues centered on direction, leadership, commu-
nication, and support remained barriers. Covey expanded on these themes 
in her Digital Library Federation (DLF) study, Usage and Usability Assessment: 
Library Practices and Concerns (2002):
The results of the DLF study suggest that individually, libraries in many 
cases are collecting data without really having the will, organizational 
capacity, or interest to interpret and use the data effectively in library 
planning. . . . Comments from DLF respondents indicate that the in-
ternal organization of many libraries does not facilitate the gathering, 
analysis, management and strategic use of assessment data. The result 
is a kind of purposeless data collection that has little hope of serving 
as a foundation, for the development of guidelines, best practices, or 
benchmarks. The profession could beneﬁt from case studies of those 
libraries that have conducted research efﬁciently and applied the results 
effectively. Understanding how these institutions created a program of 
assessment—how they integrated assessment into daily library opera-
tions, how they organized the effort, how they secured commitment 
of human and ﬁnancial resources, and what human and ﬁnancial 
resources they committed—would be helpful to the many libraries 
currently taking an ad hoc approach to assessment and struggling to 
organize their effort. (Covey, 2002, p. 58)
 We live in a data-rich information environment that too “often far out-
paces the ability to consistently, conscientiously, effectively and efﬁciently 
interpret the data and apply the conclusions and recommendations into 
various real-life decision-making situations” (Young & Peters, 2003, p. 1753). 
The following sections review data collection and analysis issues as well as 
providing examples of academic libraries that have successfully used data 
in planning and management.
Data Collection, Analysis, and Reporting Issues
What Data Should Be Collected?
 Libraries have a long history of collecting data on the size of collections, 
expenditures, staff, and other input elements. Outputs (for example, tallies 
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of customer use of resources) are another part of the picture. Using ARL 
statistics as a guidepost, the only indicators of customer activity currently 
collected and reported are circulation, reference transactions, interlibrary 
loan transactions, and delivery of bibliographic instruction. All these data 
elements provide valuable information, but they are no longer deemed suf-
ﬁcient. In using data for management purposes, a multifaceted approach 
(or a “toolkit”) is advisable. As noted at a meeting of the ARL Committee 
on Statistics and Measurement, “different sets of data may be meaningful 
for different sets of libraries” (ARL, 2001, p. 3). It is only through using a 
wide variety of measures that one can hope to get a full and accurate read-
ing of the library’s activities.
 Since the early 1990s a number of libraries have moved beyond mere 
counting of customer activity to carrying out surveys to learn about their 
customers. Are the customers satisﬁed with the delivery of service? Is the 
library offering the right services? What would customers like to see in the 
future? Hiller and Self describe the series of independently developed 
customer surveys conducted at their own institutions, the University of 
Washington and the University of Virginia (Hiller & Self, 2002).
 In 1994 ARL adopted a new goal, to “describe and measure the perfor-
mance of research libraries and their contributions to teaching, scholarship 
and community service” (Kyrillidou, 1998, p. 8). This was the start of the 
ARL New Measures Initiative, which formally began activity in 1999. This 
initiative would inform data collection that would go beyond traditional 
input/output measures to capture use and impact of libraries. In 1999 eight 
areas of interest were identiﬁed: user satisfaction, market penetration, ease 
and breadth of access, library impact on teaching and learning, library 
impact on research, cost effectiveness of library operations and services, 
library facilities and space, and organizational capacity (Blixrud, 2003).
 In the past ﬁve years many libraries have chosen to participate in a 
specialized survey called LibQUAL+™. This survey is an adaptation of 
SERVQUAL™, a service quality assessment tool introduced in 1988 by 
the marketing team of Berry, Parasuraman, and Zeithaml (Nitecki, 1997; 
Zeithaml, Parasuraman, & Berry, 1990). During the 1990s the library at 
Texas A&M University pioneered the use of SERVQUAL™ in libraries. In 
2000 Texas A&M and ARL began a joint project to adapt SERVQUAL for use 
in multiple libraries. Twelve ARL libraries participated in the development 
and testing of the instrument during the project’s ﬁrst year. The program, 
since named LibQUAL+™, has grown exponentially and now includes over 
400 libraries of all sizes throughout the world (ARL 2003).
 LibQUAL+™ is a gap analysis tool. Colleen Cook of Texas A&M ex-
plains: “It undertakes to measure library users’ perceptions of service quality 
and identiﬁes gaps between desired, perceived, and minimum expectations 
of service” (Cook, Heath, Thompson, and Thompson, 2001, p. 265). The 
instrument is designed to be useful to the library administration on several 
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levels: identifying deﬁcits in service performance at an individual library, 
allowing comparisons with cohort libraries from multiple perspectives, 
identifying best practices, and responding to pressures for accountability. 
Cullen has voiced some reservations about LibQUAL+™; she acknowledges 
its value as a diagnostic tool and for longitudinal comparisons, but she 
questions its appropriateness for interinstitutional comparisons (Cullen, 
2002).
 Many libraries are also conducting studies of their internal processes 
and developing performance standards. These studies look for answers to 
questions such as the following: How fast is a service provided? What is the 
turnaround time for ﬁlling a user request? What is the error rate? The cost 
effectiveness of services and resources is also worthy of study. What is the 
cost per use of a given electronic journal? What does it cost the library to 
secure a book on interlibrary loan?
 Usability testing is another area of inquiry. Jeffrey Rubin deﬁnes usabil-
ity testing as “the process that employs participants who are representative 
of the target population to evaluate the degree to which a product meets 
speciﬁc usability criteria” (Rubin, 1994, p. 25). Libraries are now offering 
many, if not most, of their products and services in an online Web-based 
mechanism. In recent years libraries (and other service providers) have 
begun to realize that the design of Web sites can greatly affect their func-
tionality. The best way to ﬁnd out if a Web site is usable is to observe actual 
users as they attempt to use it. In recent years numerous articles on usability 
have appeared in the library press, and in 2001 the Library and Informa-
tion Technology Association, a division of the American Library Associa-
tion, published a collection of case studies related to usability (Campbell, 
2001).
 A number of libraries have made efforts to improve their services and 
processing by learning from peer institutions. They have conducted bench-
marking or best practices projects, observing other institutions and chang-
ing their own practices as appropriate (Pritchard, 1995; White, 2002). St. 
Clair points out that a benchmarking project can improve the efﬁciency, 
effectiveness, and credibility of an organization, but it should not be un-
dertaken lightly. “Benchmarking is a complex process requiring a genuine 
search for improvement on the part of the initiating institution. A signiﬁ-
cant investment of time must be made” (St. Clair, 1997, pp. 210–211).
 Libraries are also moving beyond input and output measures by focus-
ing on outcomes assessment. The purpose is to determine what impact the 
library has on the life of its clientele. In the felicitous words of Roswitha Poll, 
there is a need to measure the “preciousness of library services” (Poll, 2003). 
The College Libraries Section Standards Committee of the Association of 
College and Research Libraries (ACRL) offers a more prosaic deﬁnition: 
“Outcomes are the ways in which library users are changed as a result of 
their contact with the library’s resources and programs” (ACRL, 2000). 
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Cullen notes that outcomes assessment is not a fully mature discipline: 
“Outcomes have proved to be a more difﬁcult area of evaluation, and there 
is no work to date on standards for outcomes” (Cullen, 2002, p. 9).
 In the United States, the Institute for Museum and Library Services 
(IMLS), a major source of federal funding for museums and libraries, has 
become an active proponent of outcomes assessment, educating practi-
tioners through publications (Rudd, 2000) and presentations at national 
library conferences (IMLS/PLA, 2002). Further, the IMLS is now asking 
funding recipients to utilize outcomes-based evaluation. The IMLS Web site 
explains, “A focus on measuring outcomes—the effect of an institution’s 
activities and services on the people it serves—rather than on the services 
themselves (outputs) is an emerging keystone of library and museum pro-
grams” (Sheppard, n.d.).
Prioritizing the Data
 Research libraries are large organizations capable of generating an 
immense amount of complex data. The question inevitably arises as to the 
utility of the various data elements. Which data should be collected and reported? 
Libraries routinely collect the data requested by national organizations (for 
example, ARL, ACRL) and government agencies (for example, the Aca-
demic Libraries Survey of the National Center for Education Statistics), but 
these data elements may no longer be very useful to the individual libraries. 
Some of the organizations are revising their data collection priorities, hop-
ing to increase the utility of the statistics. A number of individual libraries 
are engaged in a similar process, trying to determine what statistics they 
need.
 One response to the ﬂood of data is to identify the important data ele-
ments (those most crucial to the mission of the library) and to tally them 
as part of an overall index or scorecard. A few libraries have begun using 
an instrument called the Balanced Scorecard. This tool was developed 
in the United States in the early 1990s by two professors at the Harvard 
Business School; it was designed for the private sector, but more nonproﬁt 
and government agencies are now making use of it (Kaplan & Norton, 
1992). The balanced scorecard allows a library to concentrate on a small 
number of measures. Taken together, these measures provide a quick but 
comprehensive picture of the health of the organization. The measures 
are divided into four categories, or perspectives: users, ﬁnance, internal 
processes, and learning and the future. Each perspective contains four to 
eight measures, and each measure includes a speciﬁc target score. At the 
end of the measurement period there should be no question as to which 
measures have met their targets.
 Klaus Ceynowa from the University and Regional Library of Muenster 
(Germany) notes the strength of this tool: “The balanced scorecard compels 
the library management to concentrate on the evaluations critical to suc-
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cess in the quality, cost efﬁciency and promptness of university information 
provision” (Ceynowa, 2000, p. 163). In North America the University of 
Virginia Library has been a notable proponent of the balanced scorecard; 
its activities have been chronicled at conferences and in publications (Olt-
manns & Self, 2002; FLICC, 2003; Self, 2003a, 2003b).
Assessing Electronic Resources
 In the past two decades libraries have undergone a virtual revolution in 
the variety of resources and services offered. Bibliographic databases have 
superseded print indexes in libraries. In academic libraries print journals 
are in some danger of being eclipsed by the electronic versions. An exten-
sive review of electronic library use research has recently been published 
by Tenopir (2003).
 King and colleagues (2003) present evidence of this movement from 
print to electronic journals. They conducted a set of readership surveys 
from 2000 to 2002 among four distinct groups of scientists and found that 
scientists with wide access to electronic journals tended to rely on and pre-
fer the electronic format. Goodman (2002) notes that at Princeton users 
insisted that the library offer journals in electronic format. He also reports 
that introduction of journals in electronic format appears to result in a 
doubling of use. A large study at the University of California, as reported 
by Schottlaender, revealed that “digital use exceeded print use by at least an 
order of magnitude” (Schottlaender, 2003, slide 2 notes). He also expects an 
extended period of transition: “the care and feeding of hybrid collections 
of print and digital content is likely to be with us for some time to come” 
(Schottlaender, 2003, slide 17 notes). ARL statistics show a rapid increase 
in the proportion of the collections budget devoted to the purchase and 
licensing of electronic materials. The latest ﬁgures indicate that the typical 
ARL library in 2002 spent 21 percent of its collections budget on electronic 
materials.
 The use of these digital materials can be tallied by the computer; in 
theory libraries should have more data, and more accurate data, than was 
ever possible with traditional materials. Usage data for electronic resources 
have enormous potential for assessment and management. Once libraries 
know which materials are being used, and how much each use costs, it 
becomes much easier to make selection decisions or to make a case for 
additional funding (Luther, 2002).
 Unfortunately there are problems in utilizing the data. Libraries are 
dependent upon vendors for the data, and some vendors have declined to 
provide it. In addition there has been a lack of consensus as to what data 
elements should be counted. Moreover, even if vendors are counting the 
same things, they may not be counting them the same way (Blecic, Fiscella, 
& Wiberly, 2001; Davis, 2002). As noted in a recent article, “Perhaps one 
of the biggest reasons why it is difﬁcult for libraries to use electronic re-
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source data for decision making is the inconsistency across vendors” (Duy & 
Vaughan, 2003, p. 16). The difﬁculties in acquiring reliable and comparable 
data from different vendors, who may be in competition with one another, 
has led some libraries to develop their own methods for estimating use of 
electronic resources (Duy & Vaughan, 2003).
 In the past few years there have been attempts to draft standards for 
usage statistics for electronic resources. Initiatives from both ARL and the 
International Coalition of Library Consortia (ICOLC) have resulted in sug-
gestions or guidelines concerning electronic usage statistics. The latest and 
most promising effort is by an organization called COUNTER (Counting 
Online Usage of NeTworked Electronic Resources). The COUNTER Web 
site states the rationale for the organization:
The use of online information resources is growing exponentially. It 
is widely agreed by producers and purchasers of information that the 
use of these resources should be measured in a more consistent way. 
Librarians want to understand better how the information they buy 
from a variety of sources is being used; publishers want to know how 
the information products they disseminate are being accessed. An es-
sential requirement to meet these objectives is an agreed international 
Code of Practice governing the recording and exchange of online 
usage data. COUNTER has developed just such a Code of Practice. 
(COUNTER, n.d., par. 1)
 COUNTER is an international organization that counts among its mem-
bership the major national library organizations and a number of major 
publishers and aggregators. It has speciﬁed that statistical reports should 
contain certain data elements and that they should be presented in a spe-
ciﬁc, easy to use format. COUNTER also includes provisions for certiﬁcation 
and auditing. As soon as a vendor is fully compliant with the guidelines, 
COUNTER certiﬁes them and adds them to the ofﬁcial list of compliant 
vendors. This provision will deﬁnitely beneﬁt libraries by clarifying stan-
dards for reporting. In summary, COUNTER is offering much hope that 
libraries will soon have data that are intelligible, reliable, and comparable. 
Such data may soon play a central role in the library assessment process.
 The situation is less clear when it comes to locally owned or locally 
mounted digital materials. A number of libraries are engaged in exten-
sive projects of building their own digital collections. Many of the major 
institutions in North America are listed on the Digital Library Federation 
Web site.1 These libraries are digitizing varied materials and making them 
available to their clientele. Use of the materials may be completely unre-
stricted—anyone in the world may view and download them. In these cases, 
how should a library measure use of the material? There is no consistent 
practice. Libraries may count hits, page views, or sessions. All of these ap-
proaches have their adherents. There is also the question of who should be 
counted. Is remote use, perhaps from the other side of the world, counted 
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the same as use by an on-campus student? Are automated “visitors” (known 
as “spiders,” “crawlers,” or “bots”) counted? Is inadvertent double clicking 
counted, or is it ﬁltered out (Borghuis, 2000)? In the literature one can 
ﬁnd a number of articles explaining how to extract data from Web log ﬁles, 
as well as other articles asserting that data taken from Web logs are useless 
(Bauer, 2000; Dowling, 2001; Goldberg, n.d.).
 At the present time digital libraries seem to be in a developmental stage, 
with a focus on planning, creation, and experimentation. Only limited 
attention is given to assessment. However, Borgman and Larsen indicate 
the need for assessment: “A major challenge for digital library research 
and practice is to ﬁnd relatively non-intrusive, low cost means of capturing 
appropriate data to assess the use, adoption, implementation, economics, 
and success of digital libraries” (Borgman & Larsen, 2003, par. 1). As digital 
libraries mature, assessment may well receive a higher priority.
The Limits of Quantitative Data
 A word of caution is in order at this point. Although quantitative in-
formation is very powerful and important, it may not always be sufﬁcient. 
There should be some feedback from users, some idea as to who is using a 
source. An undergraduate writing a paper can often substitute one source 
for another without harm; a research professor may not ﬁnd it so easy to 
make a substitution if the ﬁrst choice is not available. Therefore, librar-
ians would be well advised to consider the opinions of faculty and other 
stakeholders, along with the quantitative data, as they make decisions about 
selection and retention of electronic resources. Qualitative information 
from focus groups, usability, and observation has been of immense use in 
understanding user behavior. Focus groups, in particular, have provided 
powerful context to enrich and complement other assessment efforts. The 
small group process encourages people to express their views, priorities, 
and concerns directly in a way that other methods cannot.
 Gorman points out the limits and dangers of data collection; he en-
courages managers to supplement data with rich qualitative information. 
He is especially concerned that stakeholders, such as political and ﬁnancial 
agencies, may misinterpret and misuse quantitative data. He argues for “a 
greater awareness among library professionals that meaningful data are 
contextual; and that meaning depends on interpretation” (Gorman, 2000, 
p. 118).
Notable Libraries
 Many libraries deserve notice for their work with data and assessment. 
The following includes brief reports of two noteworthy libraries and ﬁrst-
hand reports from the authors’ own institutions. Assessment activities at 
these four libraries have been widely reported at meetings of ARL, the 
American Library Association (ALA), ACRL, and other library organiza-
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tions. As an example, representatives from each of these libraries will par-
ticipate in a program at the 2004 ALA annual conference called “Best 
Practices: Collection Management and the Application of New Measures 
for Library Assessment” (ALCTS, 2003).
University of Arizona: Measuring Organizational Performance
 In 1991 the University of Arizona responded to a ﬁscally challeng-
ing environment by hiring Carla Stofﬂe as library director. Since then the 
University of Arizona Library has been a leader in organizational inno-
vation and the use of quantitative information to improve performance. 
Simultaneously Stofﬂe also served several years as chair of the Statistics and 
Measurement Committee of ARL; she has been inﬂuential in moving both 
organizations into new areas of assessment and measurement.
 The Arizona experience has been widely reported.2 The University 
Library also cosponsors a biennial conference called “Living the Future,” 
which features innovations at Arizona and other libraries: “We wanted to 
share with colleagues our own successes and challenges as we transformed 
from an academic library of the 20th century into one that is preparing 
for the next millennium.”3
 In an overview of their work at Arizona, Stofﬂe and Phipps note the 
importance of implementing an organizational performance measurement 
system. In 1998 the Library formally adopted a system known as PEMS (Per-
formance Effectiveness Management System). PEMS is based on continual 
assessment of client needs, and it includes standards or targets for each 
activity. It is part of a cultural change that has taken place: “Developing a 
system approach to measurement helps develop an internal culture of as-
sessment where decisions are guided by facts, research, and analysis” (Stofﬂe 
& Phipps, 2003, p. 26). Veldof described a number of assessment and data 
collection methods used to improve performance and summarized:
For the University of Arizona, data-driven research did indeed matter 
and continues to matter on a daily basis. Data and its collection and 
analysis are catalysts to move libraries to make changes, to measure 
their progress towards these changes, to direct efforts in ways that will 
give libraries the biggest impact for the lowest cost, and ultimately to 
greatly improve customer satisfaction. (Veldof, 1999, p. 32)
University of Pennsylvania: Dynamic Data
 The University of Pennsylvania Library, another leader in the collec-
tion and presentation of quantitative data, utilizes an extremely interactive 
approach. Mounted on the library’s Web site is a repository of quantitative 
information called the Penn Library Data Farm. Its stated purpose is “to 
aid the measurement and assessment of library resource use and organi-
zational performance” (University of Pennsylvania Library, n.d., par. 1). 
The Data Farm includes both locally produced data and vendor statistics 
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and the software needed to produce reports. It is described as “not a static 
warehouse of ﬁgures, but a more dynamic program . . . that equips staff to 
analyze and assess their work independently” (University of Pennsylvania 
Library, n.d., par. 1).
 The Data Farm is an effort to provide “one-stop shopping” for library 
data. The site includes circulation and gate counts, database and e-journal 
use, survey reports, and various other data elements. It also allows one to 
run a variety of customized programs that process transaction logs, update 
use statistics, and generate Web use reports (Zucca, 2003b).
 In tallying the use of electronic resources, Penn has chosen not to rely 
on statistics provided by the vendors. Zucca points out many of the prob-
lems with vendor statistics, for example, useless or low-resolution data, no 
consensus of deﬁnitions, no uniformity of metrics, and difﬁculty in retriev-
ing data. He then describes Penn’s strategy for overcoming the problems: 
“Gather consistent, clearly deﬁned measures for all e-resource use, based 
on mechanisms available to and controlled by Penn Library” (Zucca, 2003a, 
slide 7). To accomplish this strategy Penn has built measurement devices 
into its local architecture and created tools for storing, organizing, normal-
izing, and processing the collected data. Zucca (2003a) notes that much 
of the impetus for the Data Farm was external, especially as it relates to 
the library’s ability to justify use as a cost center. He provides the following 
reasons for development of data-based assessment at the Penn Library:
• Responsibility center budgeting: tax the schools for central services
• Expectation of ﬂat or declining budgets
• High standards of accountability for cost centers
• Provost is a quantitative scientist
• Empirical mindset of library leadership
University of Virginia: Using Data to Inform Decision-Making
 The University of Virginia Library has a long history of utilizing statistics 
and quantitative data analysis as part of its effort to provide high-quality 
services. Kendon Stubbs, recently retired as deputy university librarian, was 
a leader in the development of ARL statistical initiatives (Stubbs, 1981). In 
the 1980s the Library conducted a large-scale investigation of the effect of 
reserve use on student grades (Self, 1987). In the 1990s a two-year study of 
circulation patterns of newly acquired monographs led to a drastic change 
in the collection development policies and a reorganization of collection 
development functions within the Library (Self, 1996).
 The Library administration formalized its commitment to data collec-
tion and analysis in 1991 when it established the Management Information 
Systems Committee. Among other tasks, the committee was asked to serve 
as a clearinghouse for computer programs that generate management data, 
to identify areas within the library where performance could be enhanced 
with management data, and to educate staff in topics relating to manage-
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ment information. In 1993 the committee moved into a new area with 
the implementation of a comprehensive survey of teaching and research 
faculty. The following year the committee carried out a similar survey of 
undergraduates and graduate students. Surveys have continued on an ap-
proximately triennial basis, with faculty surveys in 1996, 2000, and 2003, 
and student surveys in 1998 and 2001. The ﬁrst two surveys were on paper, 
but since 1996 the surveys have been administered and published on the 
World Wide Web.
 From the outset the Library worked to maximize the response rates for 
the surveys. Faculty response rates have ranged from a low of 62 percent 
to a high of 70 percent; among graduate students the rates have been 
between 50 percent and 60 percent, and among undergraduates from 40 
percent to 50 percent. The relatively high response rates have enabled 
the Library to use the results with some assurance of their reliability. The 
administration of the Library has been able to use the survey results to 
support implementation of innovative services, for example, an electronic 
text center, a Web-based library catalog, a coffee shop in the library, and a 
transition toward electronic acquisitions.
 Survey results are particularly useful when they can be corroborated 
with other data. One example at Virginia concerned activity at the tradi-
tional reference desk. Tallies of reference desk queries had been in decline 
for several years, but there was controversy as to whether the tallies were 
reliable or merely a statistical ﬂuke. However, the tallies correlated closely 
with a longitudinal analysis of answers on undergraduate surveys. It became 
clear that fewer undergraduates were making use of traditional reference 
services, and the Library was able to adjust stafﬁng patterns accordingly.
 In 2000 the practice of management information services moved to 
a new level at Virginia. The committee was disbanded and replaced by a 
three-person MIS department. The new department has responsibility for 
assessment, data collection and reporting, and usability testing, as well as 
certain budgetary tasks. Volunteers from various departments continue to 
participate in these activities, but coordination is the responsibility of the 
MIS department.
University of Washington: User Needs Assessment
 The University of Washington Libraries (UW Libraries) is known for its 
extensive work in user needs assessment (Hiller 2001, 2002b, 2002c). Since 
the ﬁrst large-scale faculty and student surveys in 1992, the UW Libraries, 
with strong administrative support and broad-based staff participation, has 
conducted extensive, ongoing assessment work with the user community, 
focusing on user needs assessment, priorities, library and information use 
patterns, and user satisfaction with the quality of library services and col-
lections. The UW Libraries has employed a variety of methods to obtain 
information from faculty and students, including large-scale surveys, tar-
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geted surveys, focus groups, observation studies, usability testing, guided 
interviews, meetings, and both traditional and electronic suggestion boxes. 
Assessment results guide and inform the development and improvement 
of services and resources that support the academic community.
 The library assessment coordinator (half-time) chairs the Library As-
sessment Committee, and together they coordinate broad-based assessment 
efforts and provide knowledge support for other library-related assessment 
activities. All areas within the Libraries are encouraged and supported to 
incorporate assessment and evaluation into their ongoing activities and 
programs, so that assessment becomes a routine part of library operations. 
Indeed, the phrase “culture of assessment,” which is widely used within the 
library community to deﬁne an institution where assessment is an ongoing, 
ingrained activity, was ﬁrst coined at the UW Libraries in 1994.
 The UW Libraries program of user surveys is unique among academic 
research libraries. Since 1992 large-scale surveys of students and faculty 
are conducted on a three-year cycle. These triennial surveys have provided 
invaluable information about how students and faculty use libraries, their 
library and information needs and priorities, and the importance of and 
satisfaction with the Libraries during a period of rapid change in the infor-
mation environment. The large number of faculty respondents (1300–1500 
per survey) is sufﬁcient to conduct analysis below the aggregate level at the 
school and college level. Survey instruments, results, and basic analysis are 
provided on the Libraries Assessment Web site (University of Washington 
Libraries, n.d.)
 The UW Libraries has used survey results to improve library services 
and programs based on customer needs. These changes have included 
renovating library facilities for student use and reducing collections space; 
extending hours for branch libraries and providing twenty-four-hour access 
for the undergraduate library; installing more library computers for student 
use; moving rapidly to desktop delivery of full-text resources; identifying 
student information technology support needs and working with campus 
partners to address them; providing standardized service training for library 
staff and student assistants who work directly with the user community; con-
solidating and merging branch libraries; understanding that information 
and library needs differ between groups and academic areas and planning 
services tailored to these needs.
 Other broad-based surveys include participation each year in the Asso-
ciation of Research Libraries sponsored LibQUAL+™ surveys and a cycle of 
in-library use surveys conducted on a triennial basis since 1993 to determine 
which groups use the physical library and why they visit. LibQUAL+™ is a 
cost-effective complement to the library’s own surveys and results can also 
be compared with peer institutions. Use of in-library survey data has ranged 
from developing a service levels policy in 1995 that articulated services to 
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nonafﬁliated users, to expanding the functionality of library computers in 
2003 by adding application software.
 Since 1998 the UW Libraries has conducted focus groups on an annual 
basis with faculty and students. Focus group discussions have identiﬁed 
potential problem areas and have led to action. For example, 2003 focus 
groups on the topic of information literacy conﬁrmed the complexity of 
the information environment and the difﬁculties students and faculty have 
in ﬁnding scholarly information for their work. These ﬁndings helped initi-
ate a redesign process for the Libraries Web site that will facilitate resource 
discovery and also intensify library efforts to integrate information literacy 
into curricular design.
 The UW Libraries assessment efforts and ability to use results to improve 
library services were recognized in the decennial accreditation review of 
the university in 2003:
In view of the overall excellence of the Libraries, it should not be 
surprising that they have beneﬁted from having visionary leaders. Plan-
ning, assessment, and continuous improvement are ongoing processes 
with broad staff participation. The Libraries’ program for the measure-
ment of library use and user satisfaction has resulted in 10 years of 
longitudinal data on satisfaction rates and user behavior. This informa-
tion is frequently referred to and used to modify existing services and 
plan new ones. (Northwest Association of Schools and of Colleges and 
Universities, 2003, III-5–1)
Conclusion
 The outlook for the effective use of data in library planning and man-
agement is far more optimistic now than ﬁve or ten years ago. Not only are 
successful programs in place at several libraries that can serve as realistic 
models, but the emergence of a robust support infrastructure provides 
the guidance and expertise that can help develop and sustain data-based 
decision-making. Blixrud notes that, for institutions to do measurement 
and evaluation effectively, it takes
• Resources (that is, time and money)
• Individual and institutional buy-in
• Access to individuals to evaluate
• Expertise to conduct evaluation
• Project management experience
• Appropriate benchmarks
• Conceptual clarity
• Measurement and design requirements
• Instrument validity and reliability (Blixrud, 2003, p. 7)
 Fortunately, many of these points are now being addressed. ARL has 
taken the lead in developing or sponsoring programs that assist libraries 
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(not just research libraries) in developing the skill base and organizational 
climate for effective support. Such programs as the Service Quality Evalua-
tion Academy, a week-long workshop on how to use and understand quan-
titative and qualitative data, or the online lyceum on measuring library 
service quality, have reached many. The widespread use of LibQUAL+™ 
across a broad spectrum of more than 400 libraries has done much to foster 
a “culture of assessment” and the collection of relevant user data. Other 
relevant ARL initiatives that are data-based include internal processes such 
as interlibrary loan and measuring use of electronic resources (Blixrud, 
2003). ARL also contributes substantial programming for organizational 
and leadership development.
 Other professional organizations have regularly included sessions and 
workshops on library evaluation, assessment, and data use as part of their 
conferences. The Northumbria International Conference on Performance 
Measurement in Libraries and Information Services has held ﬁve successful 
conferences since 1995, bringing together hundreds of library educators, 
researchers, and practitioners to discuss how to measure quality and ap-
ply it in libraries. Library and information schools are equipping not only 
students with these skills but also expanding their continuing education 
efforts for practitioners.
 External factors such as accreditation, accountability, and ﬁnancial 
support play ever larger roles in demanding that libraries demonstrate they 
operate effectively and efﬁciently in addressing the needs of their commu-
nities. Gratch-Lindauer (2002) notes that many accrediting agencies have 
moved from using input measures for libraries to outcomes-based assess-
ment. Libraries that have established an integrated program of acquiring 
and using data wisely will be better positioned to meet these challenges.
 Organizational development provides the structure for libraries to 
“institutionalize” the routine collection and use of data in planning and 
management. Administrative leadership and support are critical to fostering 
an environment that equips staff with the vision, tools, and understanding 
necessary to make data-based decision-making an integral organizational 
value. Yet, there is no one way to attain this. Each of the four libraries dis-
cussed above takes a different approach to achieving this value, one that is 
aligned with the culture, mission, goals, and objectives of each institution. 
It is also important to recognize that each of these libraries did not wait 
until all the organizational pieces were in place but started incrementally. 
In the long run, success will be measured by how effective each library is 
in using data wisely to provide the services and resources that support the 
learning, research, and information needs of its community.
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Notes
1. See http://www.diglib.org/.
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Organization and Staff Renewal Using Assessment
Gail V. Oltmanns
Abstract
A library that recognizes the need for and beneﬁts of assessment of perfor-
mance and service presents rewarding opportunities for staff to become 
more engaged in their work and to identify more strongly with the library’s 
mission and goals. The process and results of both quantitative and qualita-
tive assessment efforts offer possibilities for employees to develop new skills, 
take on new tasks, and embark on new jobs. Integrating organizational 
assessment activities into the library’s routine helps the library to under-
stand and more fully satisfy customer needs. It also encourages the library 
to anticipate future needs while remaining ﬂexible enough to manage the 
organization’s response to change easily and effectively.
Introduction
 Libraries have used a number of tools and methods to assess organi-
zational development, performance, and service quality. The Association 
of Research Libraries’ annual statistics survey, LibQUAL+™, and other 
customer surveys, formal measures of organizational performance such 
as the Balanced Scorecard, and focus groups have been useful assessment 
tools. Most of the methods are formal and empirically based. There are 
also more qualitative and informal ways to assess the organization and 
make changes that improve the library. The University of Virginia Library 
has used a combination of qualitative and quantitative methods to assess 
organizational change and performance. This article discusses in particular 
the revitalization of staff members who seek out or are encouraged to take 
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on new responsibilities and reengineered jobs. An important outcome of 
any ongoing assessment is for the staff to become more deeply involved 
in organizational change and performance, to feel free to be innovative 
and creative in their approach to their work, and to feel more fulﬁlled and 
satisﬁed in their jobs.
What Is Organizational Assessment?
 Organizational assessment is a process whereby a consultant, an out-
side group, or an internal, appointed person or task force examines the 
organizational structure and workings of the library. The focus may include 
performance of the organization as well as of the staff. The purpose may 
be to identify important issues by developing an understanding of the mis-
sion and goals of the organization. It should include an effort to become 
aware of the organizational culture and values; should determine how goals 
are set, communicated, and achieved; and should discover the barriers to 
success. The purpose of the assessment is to develop a plan that addresses 
issues and problems so that the organization will become more efﬁcient, 
streamlined, productive, and service oriented. Another important result is 
that employees, through participation, will develop new skills and become 
more involved, self-motivated, and satisﬁed with their assigned work. They 
will learn to think more creatively about their work, take risks by initiating 
change, and be more receptive to new ideas. The plan might consist of 
changes or adjustments to the current organizational structure or could 
result in a major reorganization of the library.
 Library employees should be given the opportunity to participate in 
the assessment of the library as well as the formulation of plans to change 
the culture and the structure. Employees who participate in some way are 
more likely to engage successfully in new ways of doing things. They will 
be less likely to be alienated by change. They will be less likely to feel that 
change has been imposed on them without considering their informed 
opinions and suggestions about the work that they take pride in doing.
 Some questions to think about when considering the inclusion of staff 
are
• Should all staff be involved? In what ways?
• How should the process be structured: bottom-up, top-down, some com-
bination?
• How should input that is not useful or helpful be handled?
• Who is responsible? Who will guide the process and follow up?
• Who will communicate throughout the process?
• Who will report and make recommendations?
• Who is responsible for implementing approved recommendations?
• Why do assessment?
 Libraries must be responsive to the constantly changing technologi-
158 library trends/summer 2004
cal, political, economic, and social environments. Advances in technology 
have made it necessary for libraries to look seriously at how they perform 
traditional functions. Technology has also dramatically changed the way 
libraries provide service. Libraries have had to respond to these changes 
with new initiatives that meet the users’ changing expectations for access 
to more online services and electronic media. Users are more computer 
literate, yet libraries must provide instruction in the use of the new technol-
ogy to most users.
Technologies . . . continue to change and evolve at an ever-intensify-
ing pace. On the one hand, these technology changes enable new 
services and resources that allow libraries to better meet the service 
and resource needs of their customers. On the other hand, this con-
tinual cycle of adoption, change, and new and/or enhanced services 
and resources creates a number of challenges—-including assessment 
challenges—-for libraries.” (Bertot and McClure, 2003, pp. 592–593)
 The current political and economic environments require libraries 
to be able to justify their activities and funding to their larger constituen-
cies—the university, or state government, for example. The rising costs of 
library materials and salaries for recruiting staff, along with the shortage 
of public funding and the difﬁculty of raising private funds, make it even 
more important for libraries to be able to demonstrate their contributions 
to their users. Issues involving copyright, licensing, freedom of informa-
tion, privacy issues, and federal regulations regarding afﬁrmative action, 
for example, all require vigilance and accurate enforcement and reporting. 
Bertot and McClure make a strong case for libraries to assess performance 
in order to respond to requests for justiﬁcations. They also discuss a number 
of reasons for reporting widely the results of these assessments. Among 
the reasons is the need for libraries to “articulate the importance of and 
need for their services and resources; identify the use and uses of their 
services and resources; and establish the value, impacts, and beneﬁts that 
the community receives from the library services and resources” (Bertot 
and McClure, 2003, p. 592).
 A number of social factors have inﬂuenced how libraries are changing 
to provide better service. A more diverse user population and globalization 
stimulate libraries to examine if and how they develop collections that rep-
resent many countries, cultures, and languages, as well as how they provide 
services to address the needs of diverse groups. The aging population has 
needs for continuing lifelong learning. Universities have made it a priority 
to become more involved with their communities by sharing expertise and 
providing excellent service.
 Responding to these environmental factors requires assessment of 
organizational structure, development, and stafﬁng so that libraries can 
change to become more efﬁcient and better service providers. Before ini-
tiating new activities and new ways of doing things because of the changing 
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technological, political, economic, and social environments, libraries must 
assess the organization. Some questions to consider when embarking on 
such an assessment are
• Is the library organized to respond to changes in an efﬁcient and pro-
ductive way? If not, how should it be organized?
• What is the library’s decision-making process? Is the library positioned 
to make decisions quickly when changes are necessary?
• How can libraries be restructured to make use of and to capitalize on 
new technology, to respond to budget cuts, to anticipate changes in 
the environment, and to address the changing information needs of 
users?
• How can libraries develop and train employees to be able to respond 
quickly to change both in terms of managing and embracing change 
and having the right skills to do the new work?
Methods for Conducting Organizational Assessment
 Libraries have been doing assessment for many years to answer ques-
tions about collection strengths and weaknesses, how they compare to peers 
in any number of areas (number of volumes added, serials, reference ques-
tions), and how they can be more efﬁcient or productive. The Association 
of Research Libraries (ARL) statistical measures of input have provided 
data about library collections, expenditures, stafﬁng, and services that have 
been used successfully to compare libraries. These data have made it pos-
sible for libraries to examine trends and to make assumptions about how 
services might change in response to use patterns, how resources should 
be used to better address customer needs, and how libraries compare to 
their peers in these areas. The data may be used as a stimulus to benchmark 
with libraries who demonstrate best practices in an area. Some libraries 
use the information as a challenge to do better or as a justiﬁcation to seek 
additional resources in order to improve performance and provide better 
service to students and faculty.
Hiring a Consultant
 Some libraries might ﬁnd it necessary or useful to hire consultants. 
Unless the library has access to an internal consultant associated with the 
university, this can be expensive. Libraries have limited budgets to spend 
this way, but there are a number of organizations that offer consultants. 
University administrators can often make recommendations based on their 
knowledge of consultants in areas related to organizational assessment of 
performance and work analysis and redesign. Other libraries might be able 
to recommend consultants who have successfully contributed to their inves-
tigations. A consultant can greatly assist a library by taking responsibility for 
the entire project, including assuring an outcome and a plan for continuing 
improvement. Some of the responsibilities of a project consultant are
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• designing the approach to assessment, including organizational perfor-
mance, workﬂow analysis and redesign;
• planning and facilitating meetings;
• designing and delivering training to process participants;
• assessing organizational culture and the readiness of the library to em-
bark on the assessment; and
• fostering collaboration and cooperation among participants. (Hayes & 
Sullivan, 2003)
Customer Surveys
 Conducting surveys that compare customer group expectations with 
library performance has become more prominent in the past ten years. 
LibQUAL+™ is an example of a Web-based survey that was introduced in 
2001 and looks at service performance gaps after measuring customer per-
ceptions of minimum, perceived, and desired levels of service. LibQUAL+™ 
is offered by ARL and has had over 400 participants. It is the “ﬁrst national 
effort on the part of research libraries to focus directly on the voice of the 
customer—to move from the inward focus on inputs and production capabil-
ity to outputs and outcomes” (Phipps, 2001, p. 639). LibQUAL+™ provides 
data for libraries to learn about best practices and to benchmark services. 
Libraries can then make changes in their organizations to address speciﬁc 
customer needs that have to do with several dimensions of service.
 Focus groups have also been used to generate discussions with custom-
ers and retrieve their reactions to services provided by the library. Focus 
groups can be done quickly with little preparation to get a timely sense of 
customer reaction. They can also be used as a follow-up to LibQUAL+™ 
or other surveys to clarify or learn more about customer expectations.
Committees
 The library might choose to appoint a committee or task force and 
charge the group with examining structure, functional areas, and job as-
signments in the organization in order to assess performance. They might 
be asked to look at what the library is not doing that needs to be done 
and what it is doing that no longer needs to be done. The group would 
be expected to make recommendations and devise a plan for the library 
to begin to do the new things while phasing out the old in order to better 
serve users and to become more efﬁcient.
Other Assessment Methods
 Some formal methods libraries use to assess and measure the organi-
zation’s performance include the Balanced Scorecard, process improve-
ment and simpliﬁcation processes, and benchmarking peer institutions 
to ﬁnd best practices. The Balanced Scorecard is a set of measures that 
reports on actions already taken by the organization. By setting targets 
in four main areas (ﬁnancial, customer service, innovation and learning, 
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and internal business operations) of the library, and measuring progress 
toward meeting those targets, the library gets a comprehensive picture of 
overall performance. The Balanced Scorecard includes ﬁnancial measures, 
and it “complements the ﬁnancial measures with operational measures on 
customer satisfaction, internal processes, and the organization’s innovation 
and improvement activities—operational measures that are the drivers of 
future ﬁnancial performance” (Kaplan & Norton, 1992, p. 71).
Requirements for Conducting an Assessment
 People who work in libraries generally profess to care deeply about 
the work they do. Therefore, it is important to plan wisely and proceed 
cautiously when initiating an assessment project. Conducting a sound and 
thoughtful assessment provides the background and data necessary to make 
informed decisions about change. The following are useful steps to follow 
when performing an organizational assessment.
 Establish support throughout the library. Communicate with staff. Articulate 
in as many ways as possible why the library is examining the organization and 
how the data and information that are collected will be used. Emphasizing 
the positive aspects of assessment helps engender support. Stress that the 
process of assessment uncovers better ways to serve customers and meet the 
library’s goals. Explain how the library will learn more about customers’ 
needs in order to make changes that allow more responsive action. Library 
leaders should ask the staff to help examine the work and participate in 
devising more efﬁcient ways to serve customers. They can demonstrate to 
the staff that change can actually be fun by offering opportunities to staff 
to engage in new, groundbreaking activities. Share success stories with the 
staff. Show how some employees who have made innovative suggestions or 
contributions or who have assumed new, more relevant job responsibilities 
have become more involved and excited about their work as a result of the 
change.
 Ensure that the library’s managers support the assessment and can communicate 
the rationale to their staffs. Library leaders should discuss thoroughly their 
plans to conduct the assessment with managers and solicit their input while 
demonstrating how it will beneﬁt the library and individual departments. 
Both leaders and managers should engage staff in the process. Strategies 
that facilitate this communication include the following:
• Providing opportunities for participation by holding open meetings and 
inviting all interested staff to attend and contribute
• Distributing the e-mail addresses of the people conducting the assess-
ment with invitations to ask questions and make suggestions
• Making presentations and sending updates electronically
 It is inevitable that there will be some stress as the library proceeds 
with a close examination of work processes and functions. Employees feel 
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committed to their work and take pride in what they do. To alter their work 
assignments suddenly or even gradually can make them feel less valuable 
to the library and somewhat insigniﬁcant, as though their contributions 
thus far have not added value to the library’s mission. To alleviate some of 
the stress and concern that arises when the library embarks on this process, 
leaders should convince staff that their work is valued and that, even if their work 
changes, what they have done in the past has been valuable.
 Demonstrate sensitivity during all phases of the assessment. The library has 
been organized in a way that historically satisﬁed the needs of its custom-
ers. There are often traditions to consider. Organizational culture—the 
way library employees have learned to approach their work, communicate 
with their colleagues, and think about the library’s purpose—has been 
established over time and cannot be changed easily.
 Library administrators and department heads must communicate the need 
for change and talk with the staff about possible changes. It is important to 
include the stakeholders who do the work and understand the processes. 
They can make useful suggestions and will become part of the process.
 Foster a culture of assessment and design an overall program of continuous 
assessment in the library to further monitor performance and success and 
make necessary changes to improve. A library might implement a formal 
ongoing tool or identify speciﬁc areas that need further study or assessment. 
Those areas might be targeted for process improvement projects. Staff par-
ticipation in these projects is critical. Staff must become used to collecting 
and analyzing performance data so that they can contribute signiﬁcantly 
to strategic planning efforts in the library. “Research library organizations 
must design internal systems that help staff keep current with customer 
needs, understand the real causes for dissatisfaction, discover what would 
increase satisfaction, and focus staff efforts on improving services and creat-
ing new products” (Phipps, 2001, p. 643). This approach creates an agile 
organization—one that can respond quickly to environmental changes and 
pressures. An agile and ﬂexible organization is one that reacts quickly and 
effectively to events such as a budget crisis, hiring freeze, new technology, 
a change in higher administration, or a change in the emphasis of courses 
of study or other factors that have an impact on the library. An agile orga-
nization is also ﬂexible with regard to fact-ﬁnding and decision-making.
 Assign responsibility. Use a consultant, task force, or team to make sure 
the project stays on schedule. The schedule should be reasonable and 
determined by the length of time it takes to collect and analyze data, so-
licit input from staff, write the report, and make recommendations to be 
considered and approved by the library administration. The team should 
be responsible for communication and should keep the rest of the staff 
informed about the progress of the assessment.
 Collect data that will help library leaders make informed decisions. Look 
at the library’s stated mission, goals, and strategic plan. Examine the budget 
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and how resources have been used to learn what the priorities have been. All 
of this information contributes to a better understanding of the mission and 
values of the organization. It can also be useful for targeting particular areas 
of the organization that need further study. The data can help to identify 
barriers to success. Follow through by distributing results of the assessment 
and discussing them widely in the library. The recommendations should be 
thoroughly reviewed and discussed and then approved, revised, or tabled 
by the library’s leaders. Generally a team or individual with the help of a 
committee and individual stakeholders will work on implementation.
 Libraries must be sure to evaluate the results of assessment. Consider the 
reasons the library had for undertaking the assessment and consequent 
changes. Has the library met the goals and collected all the necessary in-
formation? Has the library implemented changes with success? Interview 
the stakeholders to ﬁnd out if the assessment has allowed them to analyze 
the workﬂow and make changes based on the information they collected. 
Follow-up is usually the responsibility of an implementation team or the 
managers of the area. Review the success of the changes after they have 
gone into effect by seeking information from managers and staff in the 
areas that have been affected by the assessment. Personal interviews or writ-
ten reports elicit information about what is working well and what is not 
working well. If the library has installed formal performance measures, see 
how performance has changed. Has it improved? If not, what adjustments 
must be made? By whom? Continue to review ﬁndings, and do periodic 
assessments. Make revisions and further changes as necessary. After this 
kind of approach is well established, issues and events can be addressed 
efﬁciently as they arise.
 Continue to plan, test ways to measure and assess performance, and make 
changes based on the results of your assessment. Continue to employ meth-
ods that work: tools such as change management techniques, excellent 
communication, ﬂexibility, training for future needs, planning, and partici-
pation. Continue to develop employees with an interest in and the skills to 
do measurement and evaluation, analysis of data and results, seeking and 
interpreting feedback, and change management. Develop employees with 
an understanding of organizational structure and development, theories 
of learning, individual and group development, analysis and intervention 
skills, and leadership development. Keep staff involved in assessment activi-
ties and be responsive to their career and development needs.
 An example of a system-wide analysis of jobs that led to redesign of 
work by library staff is described by Hayes and Sullivan (2003) and was 
conducted by four suburban Chicago libraries—Cary Area Public Library 
District, Des Plaines Public Library, Ela Area Public Library District in Lake 
Zurich, and Warren-Newport Public Library District in Gurnee. In this 
project the library staffs were heavily involved in the outcome; they were 
trained to conduct the workﬂow analysis and redesign of jobs themselves. 
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The library directors shared a goal “to identify a means to create a work 
culture in which library staff would contribute high-quality performance 
and in which they would ﬁnd meaning and purpose in the ever changing 
workplace” (Hayes & Sullivan, 2003, pp. 87–88). Results of the study include 
a deeper involvement on the part of staff in designing work and solving 
problems by looking at how the change will affect customer service. It has 
stimulated interest in changing work to serve customers better, and staff 
participate more in decision-making activities in the libraries (Hayes & 
Sullivan, 2003).
 Another example of involving staff in an organizational assessment 
was done at Harvard College Library. The library conducted a systematic 
“self-examination with the goal of increasing productivity and innovation 
and making the work environment more satisfying” (Lee & Clack, 1996, 
p. 98). The library appointed a Task Force on Staff and Organizational 
Development and charged it with “diagnosing the current culture by iden-
tifying the present state, what elements were well positioned for change in 
the future, and what elements hindered future adaptation” (Lee & Clack, 
1996). The task force encouraged all staff to focus on “the process rather 
than the content of work and at helping managers and staff become better 
at diagnosing and solving problems” (Lee & Clack, 1996).
Assessment and Renewal at the University of Virginia 
Library
 It is possible to be successful using a more qualitative rather than strictly 
quantitative approach to organizational assessment. Libraries too often 
focus on getting the work done rather than on the needs of customers, 
the development of the staff, and the anticipation of future needs. Block 
suggests that there is an “obsession with measurement . . . not everything 
is worth measuring” (2002, p. 99). He says that there is a need for “ﬂexible 
structures” to help design organizations that “serve both the marketplace 
and the soul of the people who work within them” (2002, p. 101).
 The University of Virginia (UVA) Library is a practical example of how 
a library can use qualitative assessment to renew the staff and, consequently, 
the organization. The assessment process at Virginia successfully combines 
formal and informal methods of assessment. It includes self-assessment and 
is a more participatory approach to change.
 The culture of the UVA Library has developed from a more conserva-
tive, traditional culture (typical of many libraries), in which there was a 
reluctance to take risks and spend resources on creative and innovative new 
ventures, into a culture where the emphasis is on customer service, assess-
ment, innovation, learning, ﬂexibility, change, and pride in accomplish-
ment. The expectation among the staff is that things will not remain the 
same for long. Striving for a “ﬂuid and ﬂexible” organization has become 
the guiding principle. Innovation and risk-taking are valued and encour-
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aged as evidenced by the early development of the Electronic Text Center, 
the Geospatial and Statistical Data Center, and research and development 
of the digital library. UVA took risks by dedicating staff and resources from 
other areas of the library to these efforts during times of ﬁnancial stringency 
in anticipation of meeting future customer needs. Not always popular deci-
sions, these actions have paid off by providing excellent service to the local 
community as well as the world community.
 A signiﬁcant part of the change in culture at UVA has been the ex-
pansion of a successful Staff Education and Development program that is 
forward-looking, addressing both the need for skills necessary to implement 
new strategies as well as skills needed to position staff for the future. Another 
signiﬁcant contribution to the culture change is the unconventional way 
in which employees are given opportunities to take on new, challenging 
responsibilities that contribute to the library’s goals of excellent service. It 
is a process in which library leaders identify needs for stafﬁng; assess staff 
skills, abilities, and potential; and reassign staff to new tasks. The intent is to 
rejuvenate and rehabilitate employees by assigning new responsibilities in 
the same department or a different area of the library. It is often a response 
to an employee who initiates change or asks to be considered for a different 
job. The program involves recognizing talent and skills, promoting general 
career development, and mentoring. It evolved from a number of staff 
opportunities and formal staff development programs offered by the UVA 
Library since 1980. The earlier programs included staff utilization studies 
of most departments. These studies featured job analyses and sometimes 
resulted in moving staff or changing job assignments. As a result of a study 
of the systems department, for example, library administrators conducted 
an assessment of systems support needs throughout the library. The most 
pressing need was for technicians who could troubleshoot hardware and 
software problems in each department in a more timely way than service 
was provided with current stafﬁng. The outcome was that the library ar-
ranged for or provided in-house technical support training for current 
employees already assigned to departments who learned to troubleshoot 
computer problems and install software. These employees developed skills 
over time that made them qualiﬁed for higher-level technology positions as 
the positions became necessary and available. This program was initiated by 
the director of Library Human Resources with support from the library’s 
leaders. It eventually grew into a joint effort of the systems area and the 
library’s Training Coordinator.
 The University of Virginia’s Staff Sharing Program provides another 
example of a program that capitalized on the experience and skills of staff 
while teaching new skills. It was conceived by the director of Library Human 
Resources in the early 1990s as a result of budget reductions, a hiring freeze, 
and the need to ﬁll positions in critical areas of the library. The program 
has continued, but the purpose has evolved to provide opportunities for 
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library employees to ﬁll high-priority needs in different library departments 
while they learn new skills. The objectives are to
• carry out library-wide priorities as established by the library’s department 
heads and directors;
• provide job enrichment;
• increase staff and organizational ﬂexibility to address stafﬁng needs; 
increase knowledge of the overall operation and organization of the 
library among staff; and
• improve interdepartmental understanding and cooperation.
 The Staff Sharing Program was preceded by a Job Rotation Program, 
which gave employees opportunities to learn new jobs by actually doing 
them part-time as interns. Ryerson University Library provides another 
example of a more formal approach to job rotation. It is a part of their 
strategic planning process. They conduct a formal analysis of what needs 
to be done and who should do it. Making it formal reduces the “stigma 
attached to anyone wanting to change roles, to get out of an old job, but 
not necessarily wanting to move up the administrative ladder” (Malinski, 
2002, p. 678). It is described as “a library development process with an over-
whelming sense of community service that brings the additional beneﬁts of 
personal job enrichment and job satisfaction” (Malinski, 2002, p. 680). The 
programs at UVA and Ryerson require assessment of organizational needs 
and strategic planning to address future needs. Both programs include 
developing staff to ﬁll current and future stafﬁng needs.
 Organizational renewal at UVA is made possible because of the ﬂex-
ibility of the organization. Flexibility has been achieved by changing the 
culture to one that anticipates and accepts change. Change has become 
the norm. The organizational structure contributes to ﬂexibility as does the 
new technology. A program of organizational development that includes 
staff participation in decision-making, empowerment, the use of teams, 
and developing the library as a learning organization has also inﬂuenced 
the ﬂexible structure of the UVA Library (Oltmanns & Self, 2002).
 The process of renewing the staff in order to keep the organization 
vital is one of moving people from one job to another temporarily or per-
manently. The library does not use a rigorous search and screen process in 
these cases, although consultation with the Equal Employment Opportu-
nity Ofﬁce occurs on a regular basis. Most of these assignments are made 
internally. If there is an actual vacant position to be ﬁlled, it (or another 
redeﬁned position) is posted.
The Job Redeﬁnition Process
 An employee who is interested in learning and doing something new 
might self-select for reassignment by letting the appropriate person (su-
pervisor, director of Library Human Resources, or associate university li-
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brarian, for example) know that he or she is interested in a new initiative 
or assignment. Sometimes the employee has recognized a library need 
that is not being met because of a lack of stafﬁng or resources. Perhaps 
the job would require the employee to develop new skills. Sometimes the 
employee is open to suggestions and will begin to learn new skills on his 
or her own. Alternatively, a manager might suggest that an employee be 
moved to another position for any number of reasons, such as the employee 
is better suited for it, the employee needs to do something more or less 
challenging, the employee has reached a plateau, or the employee wants 
to learn new skills. Sometimes a position becomes vacant or redeﬁned, and 
it is not immediately obvious that there is an internal candidate who would 
be interested and successful in the role. In that case, the position is posted 
internally and interested employees may nominate themselves to Library 
Human Resources.
 When managers become aware of employees who want to change their 
jobs, they should ask the following questions:
• What stafﬁng needs does the library have to ﬁll?
• Who wants to do more?
• Who is capable of doing more?
• How do the skills of the employee match the needs?
• How do the skills match jobs that managers could delegate? (Kanter, 
1983)
 A position is available for reassignment when needs are not being met 
in that particular area of the library. It could be an existing position or a 
newly deﬁned position. Sometimes new positions are deﬁned as a result 
of an employee developing new skills, embarking on a new initiative, or 
making innovative suggestions about something new that needs to be done 
or how to perform a task or service differently. Critical needs in the library 
or in speciﬁc departments, or reorganization of an area, might lead to new 
opportunities for employees. Sometimes a reassignment occurs as a solution 
to a problem.
 The UVA approach to organizational development is supported by 
the work of Marcus Buckingham and others. Buckingham, of the Gallup 
organization, analyzed the workforce using a database of one million Gal-
lup surveys of workers from around the world. His analysis showed that 
26 percent of American workers are engaged in their jobs, 55 percent are 
not engaged, and 19 percent are actively disengaged from their work. The 
disengaged workers are performing below their potential and looking for 
new jobs. His conclusion is that the major challenge for the next twenty 
years will be the effective deployment of human assets. His advice as a 
result of his ﬁndings is to capitalize on the “talent and strengths” of each 
individual employee rather than on improving weaknesses (Buckingham 
& Coffman, 1999).
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 “Job sculpting” is another concept of meaningful work that supports the 
University of Virginia Library’s approach. It is a way of matching employees’ 
deep-seated life interests with particular work responsibilities. It matches 
people to jobs that resonate with activities that make them happy. It is a 
deeper exercise than merely matching skills with assignments. It requires 
managers to attempt to understand the psychology of work satisfaction. It 
is challenging for both managers and employees because many employees 
have not yet identiﬁed their deepest interests and cannot express what they 
are (Butler & Waldroop, 1999).
What Is Required of the Employee?
 In order to create or move to a new job successfully, an employee 
must clarify his or her work goals and look for opportunities to learn the 
skills necessary to advance toward those goals. Clarifying personal goals is 
equally important. To do this, the employee might ask, What are my life 
goals? How can they be met through work? Working with the manager to 
establish appropriate training goals that will provide the necessary back-
ground to move into a more challenging position is also important. The 
employee should talk with the supervisor and others about interests and 
goals. The employee should ﬁnd an advocate such as his or her manager 
or someone in library human resources or the library administration to 
serve as a guide through the process. This approach has been working at 
UVA for a number of years.
What Is Required of the Managers?
 In order for a program like this to be successful, managers must be 
mindful of the development needs of their employees. It is helpful if they 
are on the lookout for opportunities to offer their employees. Managers 
who listen to what employees like or dislike about their jobs and respect 
the employees are better positioned to ﬁnd exciting new challenges to offer 
them. Managers should
• be attuned to the employee’s unique job needs;
• build on strengths and interests;
• show employees that career development and personal growth are im-
portant; and
• work together with employees to customize future work assignments.
 Following through might mean adding responsibilities or moving the 
employee to a different position. For this program to be successful, the 
manager must develop a closer relationship with employees. Library leaders 
should make sure that managers and supervisors understand this important 
role. Leaders should emphasize that managers are expected to be respon-
sive to their employees and should seek to ﬁnd rewarding work for them. 
Regular discussions with managers about stafﬁng needs and some special 
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training in listening skills and coaching for improved performance might 
be useful.
What Are the Next Steps?
 Changes in job assignments cannot be made without serious commu-
nication with the employee, managers, and anyone else who would be 
affected by the move. Some of the issues that need to be addressed are the 
following:
• The position must be identiﬁed and deﬁned.
• The time frame must be determined. Will the assignment be temporary 
or permanent? If temporary, when will the situation be evaluated to see 
if it is working?
• Are there salary implications that must be addressed?
• Is it a change that is worth making?
• What will the impact of the reassignment be?
• How will this move affect other employees and morale?
• Is there someone else on the staff who might be interested in this job? If 
there is, that employee should be given consideration as well. A manager 
might need to interview more than one person who expresses interest 
and make a decision based on the interview and other information 
gathered.
• And last, who, if anyone, will do the work left behind?
 When an employee takes on different responsibilities, it presents op-
portunities for library managers to reassign other employees to do the work 
left behind. Another result is that the library becomes comfortable with 
the fact that work that cannot be reassigned will not get done for a time or 
might be phased out.
 When a decision to reassign an employee is made, it should be an-
nounced to all staff by someone in the library’s administration, for example, 
the dean, associate dean, or director of human resources. The new em-
ployee should meet all employees with whom she or he will interact and 
be scheduled for on-the-job training. More speciﬁc skill-based training 
should also be considered and scheduled, if necessary. Set a date within a 
reasonable time period to assess how things are going. At a meeting with 
the supervisor and the employee ﬁnd out what is working well and what 
is not working well. Make adjustments as necessary. If the reassignment is 
not working, ﬁnd a reasonable solution. Should the employee return to 
the former position? Always leave an out when making a reassignment by 
making it “temporary” or having an alternative course of action planned.
What Are the Beneﬁts of This Kind of Program?
 A program that acknowledges and balances employees’ work-related 
and personal goals by moving them into positions that better match those 
goals beneﬁts both the library and the employee. It increases morale and 
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contributes to the development of motivated, productive, and loyal em-
ployees. There is a greater understanding of and appreciation for work 
done throughout the library by the participants because they are exposed 
to new functions and services. They are more likely to take ownership of 
a broader piece of the library’s work. The library is more likely to retain 
valuable employees because they are happier as evidenced by their deeper 
engagement, interest, and participation in library activities. Employees 
who are given opportunities to grow in this way have increased value in 
the organization because of what they learn and their ability to contribute 
more. Employees who take advantage of opportunities to change jobs show 
a “reduction in boredom, work stress, absenteeism, and turnover and an 
increase in innovation, production, and loyalty” (Malinski, 2002, p. 675). 
A program such as this one allows managers to groom employees to do the 
work that will be left after the aging workforce retires. (Malinski, 2002).
 The guiding principle behind these programs is that the library’s “most 
important asset is the energy and loyalty of its people. And yet, many man-
agers regularly . . . allow talented people to stay in jobs they’re doing well 
at but aren’t fundamentally interested in. You must ﬁrst know the hearts 
and minds of your employees and then undertake the tough and rewarding 
task of sculpting careers that bring joy to both” (Butler & Waldroop, 1999, 
p. 144).
 Another supporting point of view is that expressed by Hutchens:
People learn by doing. The challenge, then, is not how we get employ-
ees to learn. Rather, it is how we create a context in which they can en-
counter their own powerful and innate abilities to experience, reﬂect, 
connect and test. Notice the important difference between the two 
orientations. Organizational learning ceases to be something we “do 
to” employees. Instead, trainers become stewards of a latent, collective 
power that may be harnessed and directed towards our organization’s 
shared goals and aspirations. (Hutchens, 2003, par. 27)
Summary and Conclusion
 Assessment of organizational development demonstrates the impor-
tance of gathering data and using data to support new ways of conducting 
the library’s business. It changes the organizational culture from one where 
traditional ways of doing things are valued and employees proceed cautious-
ly to examine new trends and technology to one of support for innovation 
and risk-taking based on assessing customers’ needs. Organizational assess-
ment involves collecting data, integrating it into the workﬂow, and making 
changes based on empirical evidence rather than what libraries think users 
need. Assessment assists libraries in identifying speciﬁc problem areas. It 
allows the library to conduct process improvement or process simpliﬁca-
tion endeavors to address these areas and make changes that will increase 
productivity and efﬁciency. Some of the results of following through on 
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assessments of organizational development are reorganization, reassign-
ment, and reallocation of ﬁnancial and human resources to accomplish 
goals. Assessing organizational development facilitates the creation of an 
agile organization prepared to tackle new problems quickly.
 A library with a culture that recognizes the importance of assessment 
presents possibilities for staff to become more engaged and to identify more 
strongly with the library’s mission and goals. It provides opportunities for 
employees to develop new skills, take on new tasks, and try out new jobs. It 
develops employees whose work goals match more closely their life goals 
and, as a result, are more highly committed to the library’s goals.
 Incorporating organizational assessment into the library’s work allows 
the library to satisfy more fully the needs of current customers. It also 
encourages the library to look into the future and anticipate changing 
needs while being ﬂexible enough to manage the organization’s response 
to those needs. By addressing current and future needs of faculty, students, 
and staff in the most service-oriented way (focusing on their needs rather 
than the library’s needs to get things done), libraries gain their support 
and the support of the institution’s administration. This could lead to an 
increase in backing and encouragement, which can lead to new initiatives 
that make the customers happier.
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Redesigning Library Human Resources:  




The human resources (HR) function within organizations has expanded 
beyond administrative and operational roles to include more strategic re-
sponsibilities. This change is requiring HR practitioners to take on new 
types of responsibilities in the area of organizational development—respon-
sibilities that include redesigning jobs and work, developing performance 
management systems, managing change, and designing and restructuring 
organizations. Four strategies for integrating human resources manage-
ment (HRM) and organizational development (OD)—job analysis, work 
redesign, team-building, and change management—are presented in this 
article along with recommendations on how to integrate HRM and OD to 
enhance the performance and capacity of the organization and its workforce.
Introduction
 Like the library profession, the human resources profession is no 
stranger to change. Shifting workforce and labor market demographics, 
technology, globalization, economic uncertainty, and increased competition 
are factors requiring redesign of the human resources function to meet 
new organizational demands.
 In most organizations, human resources (HR) departments have tra-
ditionally fulﬁlled two primary roles—administrative and operational—
handling transactional activities such as beneﬁts and payroll processing 
and employee status changes that have been the core activities of the HR 
department. While these roles remain important and necessary, technol-
ogy and outsourcing have allowed HR departments to achieve efﬁciencies 
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in managing the various transaction-based activities of human resources 
(Drinan, 2002b).
 With administrative and operational efﬁciencies in place, the atten-
tion of HR professionals has turned to other aspects of human resources 
management. Faced with rapid and constant change, many organizations 
are seeking improvements in workforce productivity in order to maintain 
a competitive advantage and, as a result, turning to HR professionals to 
redesign the HR function in fundamental ways. The end result is that hu-
man resources’ newest primary role is a strategic one as HR evolves from 
“being solely a provider of transactional services to an expert consultant,” 
according to Margaret Butteriss, editor of Re-Inventing HR: Changing Roles 
to Create the High-Performance Organization (1998, p. 41).
 This reinvention requires HR practitioners to continue to manage 
administrative and operational activities while adding new responsibili-
ties for developing and managing strategic initiatives that enhance the 
performance and capacity of the organization and its workforce. “HR is 
increasingly becoming an important part of executive planning and actions 
and far more of an integral part of management than ever before,” notes 
Butteriss. “We see such things as performance management, creating a 
high-performance organization, improving organizational and individual 
competence, creating ﬂexible work teams, and satisfying customers’ needs 
becoming a major part of the strategic planning of senior management” 
(1998, pp. ix–x).
 Within the last decade HR’s administrative and record keeper roles 
have begun to evolve into a more strategic one, which requires HR practi-
tioners to use their knowledge of workforce trends coupled with knowledge 
of the business of the organization to work closely with senior management 
to develop long-term plans that link HR goals to organizational goals (Meis-
inger, 2003).
 When this happens—when the goals of the HR department purpose-
fully support overall organizational goals—the integration of human re-
sources management (HRM) and organizational development (OD) has 
occurred. Integrating OD concepts and techniques into HRM activities 
through such strategies as job analysis, work redesign, team building, and 
change management serve the purpose of enhancing the performance and 
capacity of the organization and its workforce and ensures that HR practitioners 
are proactively meeting the needs of the organization (Meisinger, 2003).
Human Resources Management in Libraries
 According to the Society for Human Resource Management (SHRM), 
human resources management is “the design of formal systems in an or-
ganization to ensure the effective and efﬁcient use of human talent to 
accomplish the organizational goals” (SHRM, 2002a, p. 2). Like other or-
ganizations, libraries of all types have traditional HRM activities such as 
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recruitment and selection, compensation, beneﬁts, training and develop-
ment, health and safety, employee and labor relations, and, in some librar-
ies, student employment or volunteer management.
 Within research, national, academic, public, and special libraries, the 
human resources function is structured in a variety of ways that reﬂect 
such factors as the size of the library and its view and philosophy of human 
resources. For some libraries the HR department of the parent organiza-
tion or institution provides some or all HR functions for the library. Some 
libraries have an internal HR department and staff devoted to handling all 
or some of the library’s HR functions in cooperation with the HR depart-
ment of the parent institution. In other libraries individual positions may 
be dedicated to HR functions. The most common position titles are HR or 
personnel ofﬁcer, staff development ofﬁcer, or organizational development 
ofﬁcer. From library to library, the level of the position varies from line 
librarian or professional, to department manager, to associate or assistant 
director, while the reporting relationship also varies.
 Whatever structure exists to support the human resources management 
needs of the library, many human resources departments and professionals 
in libraries—like their HR counterparts in other organizations—are play-
ing increasingly strategic roles within library organizations by redesigning 
jobs and work, developing performance management systems, managing 
change, and designing and restructuring organizations. Such a shift from 
administrative and operational activities like approving job requisitions, 
reviewing job descriptions, and processing employee requests to these more 
strategic functions is most evident by the nature of the work of library HR 
professionals, work that increasingly reﬂects organizational development 
activities. In other cases, libraries of all types are working with organizational 
development consultants who provide services that may not be available 
in-house.
 This shift to more strategic roles means that library HR practitioners are 
focusing on different kinds of activities and responsibilities. Using job analy-
sis and work redesign tools and methods to determine the organization’s 
needs for jobs and what type of jobs and how to organize the work has taken 
a higher priority. Developing individual skills in all levels of employees to 
work efﬁciently and effectively in team structures has become more critical 
as libraries face the reality of smaller workforces, hiring freezes, pending 
retirements, and labor shortages. And managing the ongoing, relentless 
change—the permanent whitewater of the library and information profes-
sion—has become the skill most needed and valued. Many OD initiatives 
within libraries grow out of change management efforts when libraries seek 
to restructure organizations, redesign jobs and work, improve processes 
and workﬂow, and increase performance capabilities in order to enhance 
the organization’s ability to survive and thrive in a world of change.
 According to the Society for Human Resource Management (2002b, 
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pp. 126–127), the primary intent of OD is to strengthen the organization. 
OD strategies fall into three categories: interpersonal, technological, and 
structural. Interpersonal strategies focus on work relationships between 
and among individuals and groups and touch on such topics as communi-
cation. Technological strategies focus on processes and include activities 
such as job design and analyzing workﬂow and human factors to achieve 
coordination and communication among departments. Structural strategies 
examine how the organization’s structure helps or hinders the organization 
in achieving its goals and may examine such issues as span of control and 
reporting relationships.
 Mendelow and Liebowitz note that “OD interventions now are more 
wide-ranging and systemic than in the past. Whereas early interventions 
concentrated on the individual, interventions now involve the structure of 
the organization. . . . responsibility for OD is often considered to be a part 
of the human resource management function” (1989, p. 319).
Strategies for Integrating HRM and OD
 Beer (1980) deﬁnes OD as a process that includes data collection, di-
agnosis, action planning, intervention, and change and views the purpose 
of OD as enhancing the ﬁt among the organization’s strategies, processes, 
people, and culture. When deﬁned as such, OD activities can and should be 
integrated into the HRM activities that support the organization’s strategic 
plan and goals (Mendelow & Liebowitz, 1989).
 In this new strategic role, developing the ability to capitalize on the 
strengths of employees and make the workforce an asset to the organiza-
tion has become a critical focus for HR professionals. The shift in focus 
has increased the demand for human resources initiatives, strategies, and 
programs that enhance an organization’s ability to recruit and retain highly 
skilled employees capable of ongoing innovation and able to effectively 
deal with constant change.
 Four strategies created out of the intersection of traditional functions 
of human resources management and concepts of organizational devel-
opment reﬂect select examples of when HR initiatives support overall or-
ganizational goals. The four strategies discussed here—job analysis, work 
redesign, team building, and change management—provide libraries with 
methods for enhancing the performance and capacity of the organization and its 
workforce.
Job Analysis
 Libraries are among many organizations where jobs have undergone 
enormous change. Labor market shifts, budget constraints, enhanced 
technology, introduction of new library services and elimination of other 
services, and demands of customers require library HR practitioners to 
continuously use their expertise to examine the work performed by indi-
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viduals in libraries to determine if the organizational and individual needs 
are being met.
 Job analysis has long been one of the most basic activities of HRM and 
is a “systematic way to gather and analyze information about the content 
and the human requirements of jobs, and the context in which jobs are 
performed” (Mathis & Jackson, 1997, p. 190). Job analysis informs recruit-
ment and selection, affects compensation decisions, outlines performance 
goals, identiﬁes training and development needs, and inﬂuences organi-
zational structure (Lynch & Robles-Smith, 2001). The beneﬁts of effective 
job analysis, according to Mathis and Jackson (1997, pp. 198–200) are the 
following:
1. Knowing what jobs exist, how many jobs exist, and what is being done, 
as well as what needs to be done, helps to inform HR planning. Jobs can 
be designed and redesigned to eliminate unnecessary tasks and duties 
or to combine responsibilities into logical job groups that meet needs 
and priorities.
2. Job analysis ensures that recruitment and selection are based on valid 
criteria by linking knowledge, skills, and abilities required to the tasks, 
duties, and responsibilities in the job description. Such information can 
also help to identify where to recruit for potential employees.
3. Job analysis information is often the basis for determining compensation 
and can help to prevent inconsistencies and inequities in compensation. 
In addition, job analysis information is used to help classify positions 
(exempt vs. nonexempt, represented or nonrepresented, etc.).
4. Effective job analysis helps to create job descriptions and performance 
standards that are useful tools for both training and development and 
for performance management.
5. Information identiﬁed in job analysis helps to identify health and safety 
hazards and working conditions that require special training or accom-
modation.
 Job analysis involves collecting information about the characteristics 
of a job using one of several methods: observation, interviewing, question-
naires, or more specialized job analysis methods such as position or func-
tional analysis. Organizations sometimes use a combination of job analysis 
methods (Mathis & Jackson, 1997; McDermott, 1987).
 In collecting information about a job, HR practitioners often examine 
such aspects as work activities and behaviors, department or unit structure, 
interactions with others, performance standards, machines and equipment 
used, working conditions, supervision given and received, and knowledge, 
skills, and abilities required in the job (Mathis & Jackson, 1997).
 Job analysis identiﬁes three major components of jobs: (1) tasks, the 
“distinct, identiﬁable work activity composed of motions”; (2) duties, the 
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“larger work segment composed of several tasks that are performed by an 
individual”; and (3) responsibilities, the “obligations to perform certain tasks 
and duties” (Mathis & Jackson, 1997, p. 190).
 Capturing such data through job analysis provides the information 
needed to develop job speciﬁcations and job descriptions. Job speciﬁca-
tions—the knowledge, skills, and abilities required in the job—play a key 
role in recruitment, selection, and compensation decisions. Job descriptions 
identify “what is done, why it is done, where it is done, and, brieﬂy, how it 
is done” (Mathis & Jackson, 1997, p. 192) and are key to the development 
of performance standards that impact performance management.
 Using systematic job analysis to determine the exact job is far more 
strategic than simply writing or updating existing job descriptions. Perform-
ing systematic job analysis on a regular or periodic basis or under special 
conditions helps managers ensure that the jobs being done are the jobs 
that need to be done.
Work Redesign
 Complementing job analysis is work redesign as another strategy that 
integrates HRM and OD. While job analysis often focuses on an individual 
job or job families, work redesign is a broader analytical process that exam-
ines work done throughout a department or unit or within the organization 
at all levels.
 An excellent example of work redesign in a library setting was the work 
redesign project of the North Suburban Library System (NSLS) in Illinois. 
In the late 1990s the NSLS, an organization of 680 academic, public, school, 
and special libraries in northern Illinois, received a Library Services and 
Technology Act (LSTA) grant for redesigning work in NSLS libraries. Work-
ing with organizational development consultant Maureen Sullivan, NSLS 
director Sarah Long and four library directors spearheaded an eight-month 
project that guided work redesign at four different libraries. The ultimate 
goal was to analyze work and put new structures in place to positively af-
fect member services in the library system and to “build the capacity of the 
organization” (Hayes & Sullivan, 2003, p. 87). “The work redesign process 
provides an opportunity for today’s library to stop and analyze how time 
and effort are currently applied in the organization,” write Hayes and Sul-
livan (2003, p. 88).
 The NSLS project’s ﬁnal report outlines a ten-step process: (1) select 
project consultant; (2) gather information; (3) conduct a planning meeting; 
(4) conduct a readiness assessment to benchmark the general indication 
of the library’s readiness for work redesign; (5) establish design teams; (6) 
train design teams in workﬂow analysis and work redesign; (7) have teams 
conduct workﬂow analysis; (8) develop process maps, which are graphic 
representations of the activities and tasks that make up a process; (9) pres-
ent proposals to library directors and approved changes to staff; and (10) 
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develop a plan and timeline for implementing changes within the library 
(Hayes & Sullivan, 2002, pp. 7–21).
 One major goal of the NSLS project was to be able to recruit and retain 
the best employees. Analyzing the work performed by staff identiﬁed ways 
to redesign work processes to create a more positive work environment. 
Among the beneﬁts evident, according to Hayes and Sullivan (2003, pp. 
90–91) were the following:
• Participants demonstrated a new sense of collaboration and coopera-
tive learning that enabled them to learn critical skills and master new 
processes.
• Trained staff were able to identify key competencies for key programs 
and services.
• Staff shifted their focus to the big picture.
• Staff reexamined traditional jobs and practices and created new ap-
proaches and practices and new jobs.
 While the NSLS work redesign project was conceived with a purpose to 
create a work environment that would attract and retain top-notch talent, 
work redesign in libraries can occur for a wide variety of reasons. Work 
redesign can also be used in libraries when units or libraries are merged, 
when new services are initiated by a unit or library, or when costs need to 
be reduced. Information technology and the introduction of new electronic 
services are other factors that often lead work redesign through the imple-
mentation of new systems that change workﬂows and processes or through 
the introduction of new digital services.
 Work redesign is akin to process improvement and can be used as a 
dynamic tool that involves employees in examining and reﬁning purpose 
and shifting the focus to customers. In the corporate world, work redesign 
is often used to streamline processes, increase efﬁciency and productivity, 
and reduce costs while maintaining quality and service and competitive-
ness.
 Work redesign initiatives can result in a number of outcomes, accord-
ing to Lemmer and Brent (2001), including increased productivity and 
output per employee, improved morale, decreased absenteeism, improved 
safety, more improvement initiatives, decreased inventory costs, faster cycle 
times, reduction of waste, and increased customer satisfaction. Involving 
employees and managers in work redesign can improve service, increase 
efﬁciency, and reduce costs as well as enhance employee capabilities and 
increase organizational capacity.
Team-Building
 Teams emerged in libraries several years ago and have rapidly become 
a key work unit used in libraries of all types and sizes. Among Fortune 1,000 
companies, the use of self-managed work teams (SMWTs) grew from 28 
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percent in 1989 to 72 percent in 1999 (Yandrick, 2001, p. 138). Such a sig-
niﬁcant change in corporations reﬂects substantially changed views about 
hierarchy, management, and employee involvement and contributions 
and the impact these have on the bottom line, in addition to reﬂecting a 
willingness to invest in making major changes in the ways in which work 
is organized and accomplished within the organization. In corporations 
SMWTs have become the stuff of legend in areas such as quality improve-
ment, resulting in “production increases, waste reduction and accelerated 
product-development cycles” (Yandrick, 2001, p. 138).
 While team contributions can have dramatic positive effects, there are 
also instances where teams sometimes fail to accomplish their objective or to 
master the process to work together effectively. In addition to organizational 
support, both Joinson (1999) and Yandrick (2001) emphasize that what 
can make a difference between success and failure of a team is adequate 
training for team members in interpersonal skills, effective communication, 
active listening, problem-solving, and conﬂict resolution.
 Many fail to understand how and why teams are different from other 
work units such as a department or committee. Teams revolve around six 
basic concepts as outlined by Katzenbach and Smith (1999). Generally 
small in number (less than twelve members), “no team performs without 
the complementary skills required for success. Teams must have a common 
purpose, common set of speciﬁc performance goals, and a commonly agreed upon 
working approach. Finally, teams must hold one another mutually accountable 
for their performance” (Katzenbach & Smith, 1999, pp. xix–xx).
 The mutual accountability is perhaps the most signiﬁcant difference. 
In most other work groups, accountability is to a direct supervisor who 
oversees the work group or to the person who appointed the committee; 
being accountable to peers in a team is signiﬁcantly different. While some 
work groups or committees can have team-like qualities, it is usually due 
to the leader or members working to establish team-based characteristics 
within the group. The major difference between teams and other types of 
work groups is that a work group or committee can perform like a team, 
but a team cannot perform like a work group or committee and still be a 
team.
 As in other organizations using teams, libraries and library workers 
sometimes struggle with making the transition to teams. Making the success-
ful transition from committees, the most common type of group structure 
other than departmental work groups in libraries, to teams varies from 
library to library and with type of library and is dependent on the individu-
als involved and their receptiveness and willingness to learn new skills.
 Quinn (1995) outlined the differences between committees and teams, 
illustrated in Table 1, in six basic areas—responsibility, authority, manage-
ment, objectives, process, and information.








—Charged with a special project 
or task
—Members may be selected or 
may be volunteers
—Participation levels of 
members dependent on 
individual initiative
—Involvement of members 
varies by individual
—Less authority
—Primarily consultative or 
advisory
—Usually recommends or 
advises, but does not make the 
ﬁnal decision
—More passive and reactive
—Leaders usually appointed 
rather than selected by the 
group
—Discipline and responsibility 
externally imposed
—Focus is on a special project 
or task
—Objectives may be vague
—Objectives usually determined 
externally
—Meets formally but less 
frequently 
—Degree of interdependence is 
much lower 
—Committees operate in more 
formal ways
—More process focused; may 
focus on data-gathering rather 
than task accomplishment
—Reliance on management for 
information
—Information is limited and 
controlled
—Responsible for an entire 
work process such as 
acquisitions
—Members selected based on 
their role in the work process
—Participation levels tend to be 
higher
—All members expected to be 
involved
—More authority
—Teams participate in problem-
solving and implementation 
of decisions
—More proactive and less 
reactive
—Leaders operate as facilitators 
and may be selected by the 
team
—Discipline and responsibility 
internally imposed
—Focus is on speciﬁc objectives
—Team speciﬁes objectives
—Objectives determined and 
reﬁned by the team
—Meets regularly and more 
frequently
—Higher level of 
interdependence
—More task focused
—Less emphasis on turf
—Power is shared
—Higher levels of motivation
—Information gathered from 
peers and other sources as 
well as management
—Members have greater 
knowledge of each other’s 
jobs
—Teams rely on training 
to analyze problems and 
generate solutions
—Training in team-based skills 




Note. From “Understanding the differences between committees and teams,” by B. Quinn, 
1995, Library Administration & Management, 9(2), 112-115.
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 Based on his analysis of the six areas, Quinn argues that teams “repre-
sent a very different model for organizing workers in libraries” and “repre-
sents a shift from a managed unit to a unit that is primarily self-managing” 
(1995, p. 115).
 Libraries vary in terms of how much they use teams and for what pur-
poses. In some cases, the library may have only one team working on a 
functional area such as collection development or instruction or program-
ming. In other cases, teams may exist within departments. Other libraries, 
like the University of Arizona, have multiple teams and use the team as the 
fundamental organizing work unit. Developing team skills and supporting 
teambuilding activities within the library requires support from HR in the 
area of training and development. Using teams capitalizes on individual 
knowledge, skills, abilities, and competencies while building organizational 
capacity and ﬂexibility to solve problems in creative and innovative ways.
Change Management
 For more than a decade, libraries have faced new challenges and dilem-
mas, opportunities and threats, and rapidly changing environments. The 
response from academic, public, school, and special libraries has led to 
substantive changes in how libraries deliver services to users and develop 
collections, manage operations, approach strategic planning, and view 
organizational structure and culture.
 Like other organizations, libraries have ventured into total quality 
management or process or continuous improvement. Reengineering, re-
invention, systems thinking, and learning organizations have emerged in 
libraries in recent years, highlighting how many libraries are consciously 
and deliberately managing change within their organizations and prepar-
ing themselves to deal with ongoing change. The University of Arizona’s 
reorganization began in the early 1990s and continues today, and it serves 
as the model of a team-based learning organization. Other libraries such 
as the University of Nebraska–Lincoln have integrated organizational de-
velopment and HRM by becoming a learning organization with a focus 
on building the organization’s capacity to change and to manage change 
successfully. The experiences faced by these libraries reﬂect the desire of 
libraries and librarians to remain relevant.
 For many libraries, change management initiatives ﬁrst introduced 
organizational development concepts into the organization. In most cases, 
such change increased the demand for HRM activities in the area of train-
ing and development as the need for new skills emerged; HR profession-
als responded by providing such training either directly themselves or by 
bringing in OD consultants and trainers as needed. The role of the HR 
professional grew to become more consultative as the demand for manag-
ing change effectively across the organization grew.
 As a result, HR professionals assisted library administrators and man-
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agers in planning and managing such “change initiatives” in parts of the 
organization or for the overall organization, thus engaging in OD work. 
“OD is change management. Its goals are to improve: productivity (ef-
fectiveness and efﬁciency); people’s satisfaction with the quality of their 
work life; the ability of the organization to revitalize and develop itself 
over time; and organizational processes and outputs,” according to SHRM 
(2002b, p. 121).
 Thus change management initiatives in libraries were linked closely to 
HR and human resource development (HRD), one of the major functional 
areas of HRM. Such initiatives ran the gamut from merging or consolidating 
departments or libraries, modifying services and how they are delivered, or 
introducing new services as well as making changes in organization structure 
to create more ﬂexible and responsive organizations and workforces.
 For many of these types of initiatives, HRD was and is the logical home 
for OD given that the primary purpose of HRD efforts—“to ensure that the 
skills, knowledge, abilities, and performance of the workforce meet current 
and future organizational and individual needs”—is so closely aligned to 
the purposes of OD (SHRM, 2002b, p. 1). As a major functional area of 
HRM, HRD has traditionally had three functions: training and develop-
ment, organizational development, and career development. Each served 
a different purpose as deﬁned below.
1. Training and Development—Training and development focuses on “pro-
viding knowledge, skills, and abilities (KSAs) speciﬁc to a particular task 
or job,” according to SHRM (2002b, p. 11). Training is focused on the 
short-term and seeks to teach skills that can be applied immediately. 
Examples of training activities include learning a speciﬁc job task or 
procedures, learning how to operate a piece of equipment, or mastering 
a piece of software. Developmental activities are broader in focus and are 
aimed at increasing the long-term capacities of employees to perform 
their current jobs and future jobs. Examples of developmental activities 
include formal education, mentoring, and special assignments.
2. Organizational Development—“OD is the process of enhancing the effec-
tiveness of an organization and the well-being of its members through 
planned interventions.” The primary purpose of an OD intervention 
is to manage change; these can be “changes that improve the effective-
ness of the organization or that enhance the relationships of groups or 
individuals” (SHRM, 2002b, p. 11).
3. Career Development—Career development is the “process by which in-
dividuals progress through a series of stages in their careers, each of 
which is characterized by a relatively unique set of issues, themes, tasks” 
(SHRM, 2002b, p. 12).
 Most library HR departments have traditionally focused their HRD 
efforts on providing training and development. More and more libraries 
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of all types and many library HR professionals are enhancing the HRD 
function to include organizational development.
 The major reason for this development is simple. Organizations reﬂect 
their environment and marketplace. Changes in the larger environment 
have tremendous impact on organizations. In a 1998 study, Butteriss in-
terviewed a number of executives from a variety of ﬁelds to explore the 
challenges facing organizations. Her interviews identiﬁed three key factors 
causing widespread change for organizations of all types: globalization; 
increased competition; and changes in the tools of business, particularly 
information technology, requiring ongoing worker reeducation and ﬂex-
ibility.
 In light of these changes, the executives interviewed by Butteriss re-
ﬂected on the role HR departments and professionals can and should play 
in helping organizations to meet current and future business needs. From 
the interviews and research, Butteriss (1998, p. 9) identiﬁed seven key ways 
in which HR can help organizations cope with and manage change in the 
workplace:
1. Create a common organization-wide vision and value system.
2. Develop a competency-based personnel framework.
3. Provide leadership assessment and development.
4. Move people within the organization for best advantage.
5. Guarantee workplace diversity to ensure success in a global world.
6. Handle the question of change.
7. Reengineer corporate HR functions to a more consultative model by 
having HR serve as a consultant to management on hiring, training, 
managing, paying, retaining, and developing the workforce.
The majority of these items reﬂect the various types of change management 
initiatives underway in libraries and in organizations today, and each of 
the seven can be linked to key human resources functions such as strategic 
planning, employment and stafﬁng, classiﬁcation and compensation, and 
training and development.
 In view of this research, it seems clear that integrating OD into HRM in 
libraries is not only possible and desirable but necessary to manage change 
and improve overall organizational effectiveness.
Recommendations for Integrating HRM and OD
 In their research, Mendelow and Liebowitz (1989, pp. 323–326) iden-
tify ten major difﬁculties HR professionals encounter in trying to integrate 
organizational development into HRM and overall organizational strategy. 
These ten difﬁculties are:
• lack of commitment from top and line management;
• less than adequate strategic planning;
184 library trends/summer 2004
• failure to view OD as a long-term process;
• top management’s desire for a quick ﬁx;
• difﬁculty of quantifying OD results;
• failure to link OD to formal reward structures;
• a lack of clarity as to what OD actually is;
• resistance to change;
• lack of credibility of HR professionals; and
• lack of marketing/sales skills of OD professionals.
 Overcoming such potential barriers requires that HR professionals 
seeking to make OD an integral part of the organizational structure begin 
at the highest levels of the organization in order to be successful in ensuring 
that the organization sees OD efforts as part of a long-term strategy rather 
than a quick ﬁx and that integrated HRM/OD functions and initiatives are 
a vital part of the strategic plan.
 Organizational development initiatives need to be seen as valued and 
integrated into overall HR programs and organizational initiatives. One way 
to achieve this is to assign responsibility for such functions and initiatives 
to a HR professional who is a credible, senior-level manager. Public and 
private corporations have long done this, elevating OD to a vice-presidential 
level to give it prestige; more and more libraries are elevating this role to 
the assistant or associate director level.
 Investing in training and development for the HR manager and staff—
and any line managers—who guide HRM/OD efforts is also critical. Such 
training and development increases the individual’s and organization’s 
ability to manage integrated HRM/OD initiatives. Practitioners trained in 
integrated HRM/OD initiatives will be viewed as more credible and will be 
better able to clarify the purpose and goals of OD initiatives for all levels 
of staff, overcome resistance, quantify results of OD initiatives in relation 
to the organization’s goals and objectives, and link OD to formal reward 
structures.
 Integrating OD concepts into HRM activities can provide libraries with 
enhanced workforce performance and increased capacity to manage change 
effectively throughout the organization. The following recommendations 
are offered to libraries seeking to integrate HRM and OD, as discussed in 
this article.
 Initiate ongoing or periodic job analysis to ensure that changes in jobs are reﬂected 
in both job descriptions and in organizational structure. Using job analysis to 
revise and restructure jobs and to develop job descriptions and job families 
impacts recruitment and selection; compensation, classiﬁcation, training 
and development; performance management; and organizational struc-
ture. It also provides the framework for reinforcing organizational values, 
developing workforce competencies, planning for leadership development, 
and managing compensation equitably. Libraries can undertake job analysis 
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in a number of ways. Internally, jobs can be analyzed by functional area 
using the expertise of managers and HR professionals within the library. 
HR professionals working for the parent organization, such as a university, 
can provide guidance on how to plan an initial job analysis and can assist 
in developing a plan for ongoing periodic job analysis or, in some cases, 
can conduct job analysis for the library upon request.
 Undertake work redesign on a selective basis as needed within the organization. 
Libraries continue to face dramatic changes due to a wide variety of factors. 
Library functions such as cataloging or acquisitions can be systematically 
reviewed, and work processes, workﬂows, and jobs within those functions 
should be redesigned to reﬂect necessary changes to increase effectiveness 
and efﬁciency. Library services such as reference, instruction, or collection 
development also lend themselves to systematic periodic review and should 
be redesigned as necessary to meet changing customer needs. Work rede-
sign processes impact organizational structure, employment and stafﬁng, 
compensation, training and development, and performance management. 
Coupled with job analysis, work redesign can provide the organization with 
opportunities to develop staff in creative ways and to move people to parts 
of the organization that best suit their knowledge, skills, abilities, talents, 
and competencies and best meet the needs of the organization.
 Experiment with teams and seek to develop team skills across the organization. 
Libraries are labor-intensive organizations. Current budget trends are likely 
to result in smaller workforces, and this trend is unlikely to change in com-
ing years. The ability of a library organization to staff itself in ﬂexible ways 
will directly impact its ability to respond to a changing environment and 
meet customer needs. Developing team skills in all levels of the organiza-
tion can enhance the organization’s ability to solve problems, generate 
solutions, and manage resources effectively and efﬁciently. Using teams 
can enhance organizational ﬂexibility in stafﬁng and ensure that work 
is distributed more equitably. Using teams for speciﬁc projects or across 
the entire organization can also enhance diversity initiatives. Even if the 
library organization has no immediate plans to use teams, developing and 
enhancing team-building skills at all levels across the organization can 
be built into the training and development curriculum and offerings so 
that employees are given the opportunity to learn these skills to enhance 
individual and organizational effectiveness. The end result is likely to be 
improved collaboration and cooperation.
 Seek to manage change proactively. All libraries will need to manage change 
effectively to survive and thrive in today’s environment. Whether the change 
initiative affects only a part of the organization or the entire organization, 
the process of managing change needs to be done as consciously and delib-
erately as librarians manage services, operations, facilities, personnel, and 
budget.
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 Incorporating organizational development strategies into overall hu-
man resources programs “creates a win-win environment in which managers 
and employees increasingly trust each other, receive more information, 
and participate in problem solving and decision making” (Liebowitz and 
Mendelow, 1988, p. 116).
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Learning to Lead: An Analysis of Current Training 
Programs for Library Leadership
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Abstract
Leadership concepts and theories began appearing in the library 
literature in the late 1980s. By the 1990s a number of leadership develop-
ment programs were being offered that were designed to develop librarian 
leadership skills. The programs had various objectives: to improve career de-
velopment of early and midcareer librarians; to provide access to underrep-
resented minority groups in management; and to develop leadership skills. 
These programs, primarily multiday and residential in nature, employed 
a hybrid mix of training methods, including focus on leadership styles, 
self-discovery, and emphasis on skill-building. Despite the proliferation of 
these programs, evaluation research about them has primarily focused on 
self-reports from participants about their learning and their satisfaction 
with these programs. Systematic evaluation research, particularly utilizing a 
control group design or providing a longitudinal assessment, has not been 
widely conducted in the ﬁeld.
Section One: Leadership Theories and Leadership 
Training: An Overview
 One of the leading management texts deﬁnes leadership as “The abil-
ity to inﬂuence, motivate, and direct others in order to attain desired ob-
jectives” (Hellriegel & Slocum, 1992, p. 467). Deﬁning leadership seems 
straightforward, but explaining how leaders lead and, more importantly, 
what skills they use to lead, is a much more complicated and complex issue. 
Presumably, the designers of leadership development training programs 
Florence M. Mason, Owner and Principal, F. Mason Associates, 10520 Crestover Drive, Dallas, 
TX 75229 and Louella V. Wetherbee, Owner and Principal, Lou Wetherbee and Associates, 
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have an underlying concept or set of concepts explaining what leadership 
means and how leaders can be developed. Below we outline some core 
assumptions behind various leadership development programs.
 The ﬁrst fundamental assumption is that leaders can be developed. 
Long a ﬁercely debated topic, it is now accepted as true. Modern leader-
ship training is ﬁrmly based on the belief that individuals can be educated, 
trained, and developed to be leaders. A second assumption important to 
the discussion of leadership training is the belief that management dif-
fers from leadership and that managers can be transformed into leaders 
through training and development.
 The exact nature of leadership skills remains elusive; the skill set of 
leaders is the focus of considerable discussion and research in the man-
agement literature as well as the library literature. “There is no simple for-
mula, no rigorous science, no cookbook that leads inexorably to successful 
leadership” (Bennis & Nanus, 1985, p. 223). Leadership research has been 
built upon different theories of how leaders lead. Trait research focuses 
on the traits or personal qualities of leaders and stresses that successful 
leaders have certain abilities, skills, and personality characteristics. Lead-
ership research does agree that certain personal traits and characteristics 
are especially important for leaders and for the exercise of leadership. For 
example, leadership researchers Kouzes and Posner identiﬁed 225 differ-
ent values, traits, and characteristics as important for leaders. They subse-
quently identiﬁed 15 key traits out of this larger list. The most important 
leadership skills are for leaders to be honest, forward-looking, inspiring, 
and competent (Kouzes & Posner, 2002, p. 25). Taken together, these skills 
constitute leader “credibility,” which is the key factor that elevates leaders 
above other competent individuals (Kouzes & Posner, 1993). Extensive 
research conducted by Kouzes and Posner over a two-decade period has 
attempted to assess what characteristics leaders should possess. Table 1 
presents a summary of the most important leadership characteristics and 
the percentage of respondents selecting each leadership characteristic. 
Kouzes and Posner repeated their research three times. The data shows 
that followers consistently picked four characteristics: leaders should be 
honest, forward-looking, competent, and inspiring. These are the top four 
leadership characteristics followers expect in their leaders.
 Some theories of leadership have been based on the assumption that 
certain physical, social, and personal characteristics are inherent in lead-
ers. Trait research generally also leads to the conclusion that leaders with 
certain traits will exhibit certain kinds of behavior and that behaviors are 
likely to be consistent. On the other hand, research based on behavioral 
theories of leadership began to focus on the differences in the actions of 
effective and ineffective leaders, particularly behaviors that affect the per-
formance of subordinates. During the 1970s and into the 1980s leadership 
began to be viewed as a two-part role. The term leader had been applied 
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Table 1. Characteristics of Admired Leaders
 2002 1995 1987
Characteristic Respondents (%) Respondents (%) Respondents (%)
Honest 88 88 83
Forward-looking 71 75 62
Competent 65 63 67
Inspiring 66 68 58
Intelligent 35 40 43
Fair-minded 47 49 40
Broad-minded 40 40 37
Supportive 42 41 32
Straightforward 34 33 34
Dependable 33 32 32
Cooperative 24 28 25
Determined 20 17 20
Imaginative 23 28 34
Ambitious 17 13 21
Courageous 28 29 27
Caring 21 23 26
Mature 20 13 23
Loyal 14 11 11
Self-controlled 8 5 13
Independent 6 5 10
Note. Results of questionnaires administered by the authors three times. Respondents were 
asked to identify characteristics of a good leader. Survey size is approximately 75,000 persons 
on six continents. Adapted from The Leadership Challenge (3rd ed.), (p. 25), by J. M. Kouzes & 
B. Z. Posner, 2002, San Francisco: Jossey-Bass. 
loosely to anyone who was managing others—a social role. There also ex-
ists a distinct and separate role that describes how a leader might deﬁne 
and structure tasks and the roles of subordinates (Conger, 1992, p. 10). 
Behavioral theories also began to assume that leaders can act differently 
as circumstances warrant. The contingency view of leadership, as espoused 
by Fiedler, House, and others, emphasizes the importance of using cer-
tain leadership behaviors in different situations (Fiedler, 1971; House & 
Mitchell, 1974). Variables such as group atmosphere, task structure, and 
the leader’s positional power are all important to this view. The Ohio State 
Leadership studies found that an effective leader used a behavioral style 
identiﬁed as “considerate” with followers. “Consideration” is deﬁned as 
the extent to which leaders have job relationships characterized by trust, 
two-way communication, respect for the ideas of others, and consideration 
for the feelings and personal goals of others. A second important charac-
teristic of successful leaders is “initiating structure.” Initiating structure is 
the extent to which leaders deﬁne and structure their roles and the roles 
of others through activities such as planning, communicating, schedul-
ing, and so forth. Taken together, consideration and initiating structure 
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are the two characteristics of effective leaders based on this model (Kerr, 
Schriesheim, Murphy, & Stogdill, 1974).
 James MacGregor Burns (Burns, 1978) extends the Ohio State Leader-
ship model and deﬁnes leadership as transformational (a focus on change) 
and transactional (a focus on process and people). Leadership involves 
engaging not only the heads but also the hearts of others. Transformational 
leaders lead by motivating others and by appealing to higher ideals and 
moral values. These leaders can inspire others to think about problems 
in a new way. Key transformational skills for leaders are long-term vision, 
empowerment, and coaching. Transformational leaders are able to create 
trust: “To create trust [leaders] must have competence, congruity (integ-
rity), constancy, and caring” (Bennis & Goldsmith, 1994, pp. 5–6).
 Transactional leadership focuses on the initiating structure—the rela-
tionship between the leader and his or her followers. Leaders understand 
how to motivate followers by inspiring a vision of what is to be accomplished. 
Leaders seem to be able to pull people toward a large vision and have the 
capacity to create a compelling vision that encourages people to move to 
a new place. Transactional skills involve the ability to obtain results, solve 
problems, plan, and organize. Leaders must also be effective communica-
tors. None of the other characteristics, or a combination of these, will be 
enough if a leader lacks excellent communication ability. As leadership 
theory evolved, organizational development experts began to view lead-
ership development as a process; leadership trainers began to focus on 
teaching leadership skills that emphasized visioning as well as developing 
relationships and people-oriented skills to inspire others.
 In any case, there is an emerging agreement on a number of common 
attributes shared by leaders. Leaders are more than managers. Leadership 
and management are typically contrasted with one another. Management is 
about what things get done, while leadership is about how things get done. 
Management involves accomplishing tasks, while leadership involves inﬂu-
encing and guiding a course of action. Management is usually understood 
as a skill set that includes planning, organizing, directing, and managing 
workers and work activities. Leadership, on the other hand, includes the 
ability to create a vision of the future, engage others in the cocreation 
and/or perfection of that vision, describe it in a compelling and powerful 
manner, and create an environment where stakeholders inside and outside 
the organization work together productively and effectively to implement 
the vision successfully. Table 2 summarizes how management and leader-
ship differ.
Section Two: Librarians, Leadership, and  
Leadership Skills
 Leadership as a desired skill or competency did not appear frequently 
in the library literature until the early 1990s. Don Riggs, in conducting 
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his research for a book on library leadership, found only ﬁve entries for 
librarianship and leaders in Library Literature for the years 1975–1981 (Riggs, 
1982, preface). Karp and Murdock (1998) point out that the word “leader-
ship” is not used by Library Literature as a subject heading and conclude that 
“Leadership as a concept . . . seems not to be concretely acknowledged as 
a legitimate entity that merits clearly identiﬁed discussion and deﬁnition” 
(Karp & Murdock, 1998, p. 251).
 Many states developing continuing education plans in the 1980s and 
1990s did not yet identify leadership skills as a key training issue. For ex-
ample, the California Continuing Education Plan (O’Donnell & Virgo, 
1992) deﬁned continuing education needs in ﬁve areas: ﬁnancial manage-
ment, management administration, communications/personnel relations, 
multicultural diversity, and technology.
 In this plan leadership skills are deﬁned as a subset of training in 
communications and personnel relations. One evaluator commented that 
classifying leadership in this manner “may reﬂect the fact that in the early 
1990’s economic and demographic factors were considerably different than 
they are today. . . . Under current conditions, leadership training assumes 
an importance that was lacking a decade ago” (Hinman & Williams, 2002, 
p. 54).
 By the 1990s and beyond, the need for leadership had been well estab-
lished in the profession. Recruitment became a major issue for the profes-
sion as the demographics of librarianship changed. How to ﬁll librarian 
positions in coming years is an important issue for the ﬁeld at large. Cur-
rently, approximately 136,000 librarians are employed in U.S. academic, 
public, school, and special libraries. Estimates from the U.S. Bureau of 
Statistics about library manpower and statistics from the Association for 
Research Libraries’ (ARL) 1990 and 1994 salary surveys (Wilder, 1995, 
2002) indicate there is likely to be a serious shortage of librarians by the 
year 2010, when an estimated 83,866 librarians will reach the age of 65. The 
Table 2. Leadership versus Management
Leadership Management
A leader does the right things.
Leadership is about effectiveness.
Leading is about what and why.
Leadership is about trust and about people.
Leadership is about innovating and 
initiating.
Leadership looks at the horizon, not just 
the bottom line.
A good manager does things right.
Management is largely about efﬁciency
Management is about how to do things.
Management is about systems, controls, 
procedures, policies, and structure.
Management is about copying, about 
managing the status quo.
Management is about the bottom line.
Note. Adapted from Learning to lead: A workbook on becoming a leader (p. 4), by W. Bennis & 
J. Goldsmith, 1994, Reading, MA: Addison-Wesley. 
192 library trends/summer 2004
Library Administration and Management Association (LAMA), a division 
of the American Library Association (ALA), estimates that one-half of the 
currently employed library directors in the United States will retire between 
2002 and 2010 (Olley, 2002, p. 9).
 Diversiﬁcation of the profession has also been identiﬁed as a leadership 
issue. Throughout the 1970s and 1980s the Council on Library Resources 
and other professional associations identiﬁed a need to increase diversity 
in the ﬁeld of librarianship. A number of leadership programs were started 
both to recruit more minorities into the profession and to develop their 
leadership skills. ARL currently offers a program for minority midcareer 
librarians in academic librarianship. The Leadership and Career Develop-
ment Program has as its purpose increasing the diversity of ARL directors. 
The (ALA’s) Spectrum program and scholarship are also a notable effort 
to enhance career opportunities for minority leaders.1
 At the same time, library professionals are becoming aware of the need 
for leadership skills. For instance, a 2001 survey of continuing education 
needs for staff in California libraries completed by the Evaluation and Train-
ing Institute (ETI) for the California State Library found that more than 
40 percent of the respondents had taken leadership and career training 
in the areas of improving their written and verbal communication skills, 
conﬂict resolution, supervision, and stress management; participants also 
wanted additional leadership training in the areas of creativity, innovation, 
cultural competency, supervision, and stress management (ETI, 2001).
 Leadership training has perhaps also been stymied by a lack of agree-
ment about what constitutes a key set of leadership skills for librarians. 
Library leadership has typically been described more in terms of stories 
about individuals. There are few lists of desired characteristics, and there 
is as yet no accepted core set of competencies, experiences, or aptitudes 
(Mech, 1996; Hernon, Powell, & Young, 2001; Sweeney, 1994; Berry, 2002). 
Lynch, in an article on theory and practice in library management and 
leadership, concludes that the library literature reﬂects many of the leader-
ship approaches described in general management literature, but she also 
notes that the contingency and situational models, along with team-based 
leadership, are the most common orientation for library leadership train-
ing (Lynch, 2004).
 There is no common vocabulary among library educators or profes-
sionals about what constitutes the core body of leadership skills. Added to 
this issue is the complex problem of deﬁning skills appropriate to librarians 
working in different types of libraries and librarians in different stages of 
their careers. Continuing education studies consistently show that librar-
ians can identify a wide variety of training needs as “leadership” related. 
The question of the legitimacy of leadership in librarianship has changed, 
however, and insights into what constitutes library leadership can be gar-
nered from a number of sources, although no unifying statement of key 
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leadership skills has yet been produced by a body such as the American 
Library Association or other professional groups.
 In deﬁning “leadership” the articles on leadership discuss applied skills 
and demonstrate a considerable diversity of opinion about the nature of the 
key skills. Articles and research on librarians and libraries were examined, 
as were competency statements prepared by professional associations that 
discuss leadership. Articles describing the need for library leadership suggest 
that leaders should be ﬂexible, energetic, empathetic, wise, creative, coura-
geous, principled, gregarious, determined, and possess a sense of humor 
(Sweeney, 1994). A review of the writing about library leadership describes 
the essential leadership skills for librarians as the need to be assertive and 
self-aware (Cottam, 1990), to communicate a vision (Riggs, 1993), to em-
power others (Sullivan, 1999; Sheldon, 1991), to be innovative and creative 
(Sheldon, 1991), to be technically and professionally competent (Sheldon, 
1991), to have the trust of the staff (Sheldon, 1991), and to value people 
(Creth, 1988). Hernon’s study of ARL directors identiﬁed more than 100 
skills, traits and areas of knowledge that are considered desirable attributes 
for an ARL library director/leader (Hernon, Powell, & Young, 2001).
 Progress has been made to deﬁne core competencies for librarians 
in a number of areas (Abels, Jones, Latham, Magnoni, & Marshall, 2003; 
Jones, 1998), although competencies related to library professionals in 
speciﬁc settings have not been deﬁned or discussed broadly. Competen-
cies are deﬁned as “the knowledge, skills, attitudes, values, behaviors or 
characteristics that people need to do a job successfully” (Bryant & Poustie, 
2001). Another deﬁnition of competencies deﬁnes them as “observable 
behaviors that reﬂect knowledge, skills and attitudes learned by individual 
staff” (Mason, Creth, & Wetherbee, 2001, p. II 3). Competencies increas-
ingly are being deﬁned as a means to correlate desired behaviors with job 
performance. Competencies can be improved with training, and they are 
being used to help establish the need for training and development and 
to specify what performance the training should produce. Competency 
statements deﬁning key leadership attributes have been developed by a 
number of different library associations and organizations. The Califor-
nia Library Association (CLA) Statement of Professional Competencies 
for librarians describes a leadership competency whereby a leader “set[s] 
an example for others to follow . . . values the contributions of others . . . 
and helps them to achieve their full potential” (CLA, 1997). The New 
Jersey Library Association (NJLA) adopted a leadership competency that 
deﬁnes a leader as one who sees the long view, articulates the direction 
clearly and enlists others to jointly work to achieve it. The NJLA statement 
also includes the same phrases found in the CLA leadership competency 
description quoted above
 The Special Library Association (SLA) has adopted a leadership com-
petency statement that simply says that a special librarian “provides leader-
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ship” (SLA, 1997). The Queens (NY) Public Library statement deﬁnes the 
leadership of team leaders, which involves management meetings, keeping 
people informed, promoting team effectiveness, acting as a leader, and 
communicating a competing vision (Queens Public Library, n.d.). The San 
Jose Public Library competency statements deﬁne leadership as “setting a 
worthy example for others to follow; valuing the contributions of others 
and helping them achieve their full potential, and developing, coaching 
and mentoring staff effectively” (Mason, Creth & Wetherbee, 2001, p. II 
3). The Toronto Public Library proposes that the list of competencies of 
successful leaders should include innovative thinking, strategic vision, ex-
citement, and effective communication. Successful library leaders should 
have the tactical capability to be action oriented, pragmatic and hands-on; 
they should fully delegate tasks to empower people, use consultative deci-
sion-making to involve others, and be empathetic to demonstrate sensitivity 
to individual and group needs (Bryant & Poustie, 2001).
 A review article of competency statements in the Annual Review of 
Information Science and Technology found that many such competency 
studies produced lists of similar competencies, including interpersonal 
skills, management of technology, knowledge of information sources, and 
communication skills (Logan & Hsieh-Yee, 2001, p. 440). In preparing the 
review for this publication, we found that leadership is sometimes included 
as a speciﬁc competency for librarians. In other situations leadership can 
be described as a set of certain characteristics, such as honesty, integrity, 
ethics, and so forth. Certain skills such as communications skills are almost 
always included as key competencies in many of the statements.
 One of the few published reports of efforts to link needed leadership 
skills and training outcomes was the Career Development and Assessment 
Center for Librarians, which was developed to assess speciﬁc leadership 
skills among librarians in the Northwest. The article describes the center as 
“the ﬁrst experimental application of assessment technology to individual 
professional career development . . . in librarianship” (Hiatt, 1992, p. 513). 
The Career Development and Assessment Center for Librarians operated 
between 1979 and 1983 in the Northwest. An assessment center deﬁnes a 
process of using multiple assessment techniques (situational exercises, job 
simulations, etc.) to evaluate individual library workers. The CDACL was 
able to identify fourteen key management skills in two categories, manage-
ment and communication, critical for librarians. The skills included listen-
ing, oral communication, sensitivity, writing ability, and management skills, 
including decisiveness, delegation, ﬂexibility, initiative, decision-making, 
leadership, management control, planning, organizing, problem analysis, 
and stress tolerance. Eighty-nine librarians were evaluated through the as-
sessment center process. The three strongest managerial skills for this group 
were decisiveness, listening, and initiative, while the three weakest skills 
for the group overall were judgment, management control, and ﬂexibility. 
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Largely as a result of these ﬁndings, the University of Washington Graduate 
School of Library and Information Science later conducted training for 
librarians that focused on these skill weaknesses. The Seattle Public Library 
later used these study results to develop assessment technique training for 
supervisors (Hiatt, 1992).
Section Three: Leadership Development Training: 
Learning to Be a Leader
 Individuals do not develop and hone their leadership skills just in the 
classroom. In fact, signiﬁcant leadership development takes place in the 
workplace and elsewhere. The most important nontraining inﬂuences on 
leadership development are a result of job assignments, adversity or hard-
ships, and personal contacts (McCall, Lombardim, & Morrison, 1988). 
McCall’s research found that, for a majority of leaders, job assignments 
were a major inﬂuence on leadership development, as leaders coped with 
job variety and with new tasks and unfamiliar situations. Jobs also required 
managers to build or change relationships and led to learning, as did jobs 
with high levels of risk or responsibility, for example, jobs with consequences 
(McCauley & Brutus, 1998).
 Hardship experiences found to be inﬂuential on leadership develop-
ment include being ﬁred or demoted, making business mistakes, experi-
encing personal trauma, or being responsible for downsizing. The third, 
but less signiﬁcant, inﬂuence on leadership development is in the area of 
personal relationships. In less than 10 percent of the cases, the leaders felt 
that relationships with bosses or role models at work had inﬂuenced their 
leadership development (McCauley, 2001, p. 352).
 The inﬂuence of different organizational contexts on leadership has 
also been proven. The organizational context can inﬂuence leadership 
development in a number of important ways, including the linkage of 
leadership development to compensation plans and rewards and the extent 
to which the organization supports leadership development (McCauley, 
2001, p. 347).
 Leadership skills are also developed through training programs. The 
ability to learn is important in leadership training. At the most basic level, 
the ability to learn leadership skills is a complex mix of motivation, personal 
orientation, and skills. Below we give an overview of leadership develop-
ment approaches, which are discussed in terms of the delivery format of the 
training, the types of leadership training approach used, and the exercises 
typically associated with each type of approach.
Leadership Training Development Models
 The variety of learning approaches in leadership development is vast. 
This section brieﬂy outlines some of these approaches based on the work 
of Conger (1992; Conger & Benjamin, 1999). Leadership development 
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training can be described and grouped according to the type of training 
model used and the type of leadership development exercises employed in 
a program. Conger has grouped leadership training approaches used in cor-
porate leadership development into four types: skill-building programs (ex-
ecutive training programs offered by various universities are an example); 
intensive feedback programs (for example, the Leadership Development 
Program, Center for Creative Leadership, Greensboro, North Carolina); 
conceptual approaches (for example, The Leadership Challenge); and 
personal growth approaches (Outward Bound and other physical challenge 
programs). Detailed descriptions of different learning development pro-
grams and the learning approaches used in these programs can be found 
in Conger (1992) and Conger and Benjamin (1999).
Overview and Description of Library Leadership Development Training
 The current plethora of leadership articles and programs in librarian-
ship, as identiﬁed in this article, seem to indicate that, although leadership 
training and development programs were largely unknown in the 1980s, 
this has now changed. Leadership programs are deﬁned here according 
to criteria established by the Association for Research Libraries Ofﬁce of 
Leadership and Management Services (ARL/OLMS). Programs are held 
regularly that have as their focus “leadership development, not technical 
skills or policy analysis” (Neely & Winston, 1999). The ﬁrst formal leader-
ship development for librarians appears to be the Senior Fellows Program 
developed in 1982 and still held at the University of California, Los Angeles 
(UCLA). Another early program that focused on staff development at the 
University of Missouri-Columbia was funded by the Council on Library 
Resources in 1984, but only six programs were identiﬁed that have existed 
since the ﬁrst half of the 1990s. Since 1996, however, the emphasis on 
leadership in librarianship has increased and more leadership programs 
have been developed: twenty-one library leadership programs appear to 
have been founded between 1996 and 2002.
 The ARL deserves special mention as a long-time leader in offering a 
menu of leadership and management programs. ARL, through its Ofﬁce 
of Leadership and Management Services, has been providing leadership 
activities for academic libraries for more than twenty-ﬁve years and has the 
longest and most consistent record of promoting leadership training and 
skills-building training programs in the profession. Thousands of librarians, 
primarily from academic institutions, have beneﬁted from one or more 
of the OLMS programs, services, publications, consultations, or training 
workshops offered over the years. Table 3 summarizes the different types 
of leadership development programs that were identiﬁed for this review. 
A brief description of each program is given, and some information is 
provided about the type of program and the learning objectives. Many of 
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ent types of leadership developmental approaches. Mentors are used in 
many programs; some programs have follow-up exercises and activities, 
and others include “leadership projects” that are to be completed by the 
participants.
 In 2003 more than thirty library leadership programs were held annu-
ally or biannually. Mirroring the leadership development literature that has 
developed, however, most of the training is descriptive, and there continues 
to be very little published research on the impacts and outcomes of these 
programs in the management literature and almost none at all about library 
leadership development training in the library literature.
 A management researcher noted that “Knowledge about developmen-
tal experiences in managerial careers has relied heavily on retrospective 
reports of executives and case studies of developmental interventions in 
speciﬁc companies. . . . There is a need for more . . . examination of the 
impact of these [experiences]” (McCauley, 2001, p. 378). This statement 
holds true for library leadership development training as well.
 Of the programs identiﬁed, the majority are located in the United 
States, but one exists in Australia and another in Canada. International 
programs are also offered by the Bertlesman Foundation and the Morten-
son Center at the University of Illinois, Urbana–Champaign, which are 
ongoing programs over a period of months. A number of the programs are 
focused on statewide library development, including programs in Illinois, 
Michigan, Nebraska, New Jersey, New York, New Mexico, North Carolina, 
Ohio, Texas, and Wyoming. The programs in Michigan and Texas (started 
in 1990 and1994, respectively) appear to be the oldest continuing leader-
ship programs.
 Criteria for deﬁning types of leadership development programs include 
(1) the type of program (residential, etc.); (2) the intended audience, for 
example, the inclusion or exclusion of certain individuals; (3) the objec-
tives of the program, such as the types of behaviors and skill sets that are 
identiﬁed or are to be developed during the training, and the intent of the 
program; (4) the size of the trainee group; and (5) the trainers or faculty 
used in the program. Most of the library programs fall into the category 
of a residential program or workshop format. A majority of the programs 
appear to be set up as residential programs that last either multiple days 
or a week. Selected participants spend multiple days in a retreat or resort 
setting.
 Leadership development programs appear to be selective in terms 
of participants. Participants in these programs may be selected from a 
national pool of candidates and are likely to have been selected through 
a competitive application process. Participants may have to meet certain 
criteria, such as being at the associate director level at an academic library, 
holding a library degree from an ALA-accredited master’s program, or 
having ﬁve years of administrative or managerial experience. Participants 
204 library trends/summer 2004
are expected to spend classroom and social time together. The time spent 
in the program is considered part of the learning experience.
 The content of these programs is likely to emphasize personal growth 
and development along with leadership skills development. These programs 
are usually intended to allow participants to bond into a cohort or group, 
and many of the exercises are intended to encourage building long-term 
relationships. Mentors are included in many of these programs and provide 
instruction and coaching for individual participants.
 Leadership-focused programs are typically a series of sessions that meet 
over time from one to several days. These programs may be structured 
so that participants attend one or two days of training distributed over a 
period of time at a central site. Participants attend programs during the 
day but do not spend free time together or stay overnight. Socializing or 
socialization with this type of program is limited by the format. Examples 
of internal programs of this type include the Library of Congress Leader-
ship Development Program begun in 1995 and the Harris County (Texas) 
Leadership Development program. These programs could be formal degree 
programs, offer continuing education credit, or operate at the local level 
only. They may be speciﬁc to an institution or offered by a regional coop-
erative organization for its membership. Classes are likely to be the same 
size as in a residential program, but the application process is less likely to 
be competitive. Participants may be expected to have a number of years of 
work experience and a number of years of supervisory or management ex-
perience as criteria for admission. On the other hand, these programs may 
be geared to early or midcareer professionals or minorities. Interaction is 
generally restricted to the class session periods, and there is less likely to be 
social time or follow-up activities associated with these programs. Program 
content can vary and may include focus on personal development as well as 
building speciﬁc leadership skills; mentoring may be part of the program. 
Organizations may offer internal leadership workshops for their staff based 
on this type of model. Harris County Public Library is an example of this 
type of program, as is that in San Jose, California.
 Workshops offer training usually in one- or two-day formats with no over-
night activities. Applicants typically “sign up” to attend, and their entrance 
requirements may be limited to attendance quotas. Continuing education 
credit might be available for completing these programs. Workshops are 
likely to be offered on a one-time basis and focus on developing one or 
more leadership skills. Mentoring is less likely to be offered in this type of 
training format.
Description of Learning Approaches
 According to published descriptions, many programs use hybrid ap-
proaches to leadership development, including feedback methods, con-
ceptual approaches, and skill-building exercises (see Table 4).
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 Feedback intensive approaches may include multisource, 360 feedback 
or assessment center approaches or psychological inventories. The Nevada 
Leadership Institute and the Monroe County Library Leadership Institute 
used a 360 assessment instrument, the Leadership Practices Inventory (LPI), 
based on the work of Kouzes and Posner (2002). Feedback instruments 
involve having the participants rated by superiors, peers, and subordinates 
on a number of competencies. Research on 360 feedback approaches has 
shown that use of these tools does lead to increased job performance (At-
water, Roush, & Fichthal 1995). These programs also increase participant 
self-awareness, broaden and change perspectives, and lead to successful 
goal attainment (McCauley, 2001, p. 374).
 Conceptual leadership approaches involve theories; the focus of this 
approach is on giving managers an understanding of what leadership at-
tributes and behaviors are desirable and what it takes to be an effective 
leader (McCauley, 2001, p. 359). Lectures, case studies, and discussions are 
typical tools, but these types of programs may also incorporate experiential 





Adults learn through use of 
mental models and concep-
tual frameworks that are 
often built around contrasts.
Personal feedback allows 
learners to identify their 
strengths and weaknesses 
along with a set of compe-
tencies. The feedback posi-
tively reinforces strengths 
and encourages learners to 
address weaknesses or ﬁnd 
a means to compensate for 
them.
Learners can develop leader-
ship competencies from 
behavioral modeling. Par-
ticipants use structured ex-
ercises to practice skills and 
then receive feedback on 
their implementation.
Emotional and physical chal-
lenges force reﬂective learn-
ing about individual behav-
ior, work views, and personal 
aspirations.
Written and video case studies, 
lectures on conceptual mod-
els, discussion groups
Observational exercise; survey 
and verbal feedback from 
training observers, fellow 
participants, and workplace 
colleagues (360 exercises).
Practice exercises for skills. 
Simulation and lectures may 
be used. Trainers may model 
behaviors, and video case 
studies might be used.
Outdoor adventures or indoor 
psychological exercises with 
emphasis on risk-taking, 
teamwork, and personal 
values exploration.
Training Approaches Learning Assumptions Learning Methods
Note. Adapted from Building leaders: How successful companies develop the next generation (pp. 
44–45), by J. A. Conger & B. Benjamin, 1999, San Francisco: Jossey-Bass.
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exercises and feedback instruments. Descriptions of library leadership cur-
ricula indicate that conceptual approaches are incorporated into almost all 
library leadership development programs to some extent. For example, the 
Association of College and Research Libraries (ACRL) Harvard Leadership 
program includes presentations, discussions, case studies, group sessions, 
social time, assigned readings, and interaction with mentors. The UCLA 
Senior Fellow Program includes a program of readings, presentations, site 
visits, group discussions, reﬂection, and self-exploration. The Snowbird 
program includes self-exploration and discovery through learning activities, 
group discussions, and interaction with mentors.
 Skill-building programs may utilize practical exercises in modules. 
“Within a module, participants are given information and strategies for 
executing the skill, observe the skill in action, and practice the skill them-
selves” (McCauley, 2001, p. 360). Techniques might include role-playing 
with videotape feedback, group exercises, and simulations.
 Leadership programs also used proﬁle instruments such as Myers-
Briggs, which has been utilized by the Northern Exposure Leadership In-
stitute, or the Enneagram assessment tools. These tools can provide helpful 
insights into a leader’s personality characteristics and preferences.
 Mentoring and coaching are also effective development tools; they serve 
as a means of matching people for the purpose of learning and personal 
and professional growth. These activities can also integrate new individu-
als into the profession and strengthen leadership skills among women and 
minorities.
 A number of the library leadership development programs include 
mentors in the program design, particularly those developed by ARL. The 
UCLA Senior Fellow program incorporates this type of approach as do the 
Northern Exposure to Leadership Institute held in Canada, the Aurora 
Leadership Institute held in Australia, the TALL Texans program, and the 
Snowbird Institute.
 Personal growth programs help participants to develop self-understand-
ing through an exploration of their personal values and interests. The most 
common forms are outdoor adventure programs and approaches that use 
psychological exercises to help participants explore their inner drives and 
values. The Outward Bound model of a physical challenge course is used 
infrequently, if at all, for training librarians. The Wyoming leadership pro-
gram is one that may incorporate some elements of physical challenge. A 
more limited type of personal growth program involves exercises and self-
assessment. For example, in the ACRL Harvard program, participants are 
asked to create a personal “Leadership Autobiography” (Saunders, 1999), 
while participants in the TALL Texans program prepare a Personal Action 
Agenda.
 A number of programs also foster networking with other colleagues 
and extending personal development through activities beyond the class-
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room. For instance, the TALL Texans and UCLA Fellows programs and 
other programs include follow-up activities. The Snowbird Institute offers 
activities such as a listserv, informal reunions at annual library conferences, 
interaction with other Snowbird attendees, and mentoring relationships 
after the completion of the program.
 The number of participants is limited for many of the programs, with 
a typical limit of about 20 to 40 attendees. The Stanford-California Insti-
tute was unusually large, with approximately 145 participants at the 2002 
session.
 Financing for programs has varied. Typically participants pay some form 
of tuition. Many of the programs are not self-ﬁnancing, and the programs 
have relied on corporate sponsorship (SIRSI, epixtech), or use of federal 
Library Services and Technology (LSTA) funding. Other underwriters in-
clude state or regional cooperatives, universities, and associations.
 Library leadership program faculty members are drawn from a number 
of sources. Consultants with library experience and professional degrees 
conduct many of the state-based programs, including programs in New 
Mexico, Ohio, Michigan, Nebraska, Nevada, New Jersey, New York, and 
Texas. The Aurora, Snowbird, and YSLead seminars are also conducted by 
consultants. Academic faculty, often in combination with consultants and 
perhaps practitioners, conduct a number of programs. The ACRL Harvard 
Leadership program involves Harvard faculty, while the North Carolina 
leadership program involves library school faculty. Northern Exposure 
and the Stanford-California Institute also use academic faculty in their 
programs.
Section Four: Results from Library Leadership 
Development Training
 How effective has leadership training been for librarians ? What has it 
accomplished? Are there any generalized ﬁndings about leadership develop-
ment training? Can the impacts and outcomes of training be stated based 
on the results of the evaluations that have been performed? Only a few 
published sources were identiﬁed that discussed formal evaluation results 
from leadership training programs. The bulk of the published materials 
reporting on library leadership training fall into the category of participant 
self-reporting or descriptive narratives of program components. Much of 
the published literature contains statements excerpted from participant 
comments and personal recounting of the leadership experience (Nich-
ols, 2002; Gilreath, 2003; Bilyeu, Gaunt, & Glogowski, 2000; Mech, 1996). 
Unfortunately, participant overviews are of limited value in evaluating the 
efﬁcacy of leadership training. These reviews do little to address the ques-
tions of whether the participants actually learned anything new, whether 
that learning is retained and applied in the workplace, and whether that 
knowledge or those skills improved the individual or improved workplace 
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performance. From a reading of these overviews, as well as the authors’ 
experience with postworkshop evaluations, the most that can be gleaned 
from self-reporting about library leadership programs is that reporting 
participants are “satisﬁed,” believe they received “beneﬁts,” and were able 
to extend their “professional networking.”
 The other types of evaluations available consist mainly of summaries 
of post-training evaluations. Most training programs end with participants 
completing evaluation forms. Some programs also use pretests to assess what 
participants expect or want to learn and posttests to determine whether 
their expectations were met. Only a few reports are available that sum-
marize these types of results; presumably most evaluation results remain 
unpublished in the library literature. A search of deeper Web sources did 
not reveal much in the way of gray literature, such as reports or unpublished 
documents.
Evaluation Research and Criteria on Library Leadership Development
 This section summarizes the available published evaluation results from 
library leadership programs. Three examples of more in-depth evaluations 
include research on the Northwest Career Development Assessment Center 
(Hiatt, 1992); the Stanford-California Institute (Hinman & Williams, 2002); 
and the Snowbird Institute (Neely & Winston, 1999). All rely on multiple 
evaluations.
 Hiatt’s work reports on multiple evaluation results conducted to assess 
the efﬁcacy of the Northwest Career Development and Assessment Center 
for Librarians in developing speciﬁc leadership skills among librarians 
in the Northwest. Three evaluation rounds were conducted by Battelle 
Research and by Hiatt. Neely and Winston’s research examined the effect 
of the Snowbird Institute on the 213 participants who attended during 
the years 1990–98. Their objective was to determine the impact of the 
program on the career background and career progression of participants 
subsequent to participation in the institute; to detect whether there was 
an impact on the level and type of involvement in leadership and profes-
sional activities; and to assess participant perceptions of the impact of the 
program on their career development (Neely & Winston, 1999).
 Holly Hinman and Joan Frye Williams prepared an evaluation of all 
three of the Stanford-California Twenty-First-Century Library Institutes. 
Their summative report provides data on each of the evaluator-administered 
surveys that were conducted after the institute to identify what participants 
had learned, how participants intended to apply what they had learned, 
and how participants intended to use information to change their organiza-
tions. The evaluation report provides an overview of the entire evaluation 
process.
 Building upon the three summative reports, this section discusses lead-
ership development results organized according to criteria derived from 
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the management literature and used in the library literature to support 
and justify the need for leadership development. The criteria used are: (1) 
participant expectations and satisfaction; (2) individual personal develop-
ment; (3) career advancement and mobility; (4) development of desired 
leadership skills; (5) formation of leadership cohorts; and (6) organiza-
tional impact or performance. Two other criteria are given in the literature 
as reasons for leadership development: recruitment to the profession and 
creating diversity among library leadership. The available evaluation materi-
als do not include sufﬁcient discussion of results in these areas to discuss 
them in any detail, and therefore they are omitted from this review.
Participant Expectations and Satisfaction
 There is a considerable body of information about what participants say 
they wish to accomplish by participation in leadership training. The Stan-
ford-California Institute participants, for example, had many expectations; 
frequently these typically track the hopes expressed by participants in other 
leadership programs. In summary, Stanford-California Institute participants 
sought the following from leadership training: (1) to gain inspiration from 
new ideas; (2) to develop leadership skills; (3) to learn how to implement 
change, communicate with others, lead others, and work with people with 
different styles; (4) to learn to motivate an entrenched workforce; (5) to 
create a vision; (6) to advance their careers; (7) to develop their personal 
characteristics; (8) to increase assertiveness and self conﬁdence; (9) to 
experience personal rejuvenation; (10) to gain access to experts and re-
sources on library issues; (11) to network with colleagues; and (12) to learn 
about the role of information technology. The evaluators concluded that 
the participants in the ﬁrst institute (2000) “arrived at the Institute with 
a diverse range of expectations, many of which were fulﬁlled” (Hinman 
& Williams, 2002, p. 21). The evaluators also concluded that “[o]verall, 
participants were exceptionally pleased with the Institute experience and 
gave it a ‘very satisﬁed’ rating on the survey” (Hinman & Williams, 2002, p. 
21). The 2000 postinstitute evaluations conducted by the Evaluation and 
Training Institute found that 94 percent of the participants said the results 
of their participation were what they had hoped. When asked if the institute 
met their expectations, 86 percent said “yes” in 2000 and 96 percent said 
“yes” in 2001 (Hinman & Williams, 2002, p. 37).
Individual Self-Development
  Those participants at the Northwest Assessment Center who self-re-
ported indicated they prioritized their continuing education needs and 
could successfully identify their personal skills on which to build their career 
goals. They had attained a level of self-knowledge useful for life and career 
planning, acquired managerial information and skills they could use in their 
organizations, and achieved an understanding of what higher managerial 
responsibility would entail. Thirty-four percent of the Assessment Center 
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participants reported improved self-awareness, and 16 percent said their 
self-conﬁdence increased as a result of undergoing the Assessment Center 
process.
 The Stanford-California Institute participants also reported that par-
ticipation in the institute made a difference in their personal development. 
Seventy-seven percent said they would take more risk, 80 percent said their 
conﬁdence in their own leadership ability had increased, 90 percent said 
the institute had inﬂuenced their careers, and 94 percent said they had 
changed their thinking about professional issues since attending the insti-
tute (Hinman & Williams, 2002).
 Results of various evaluations by participants in other programs also 
speak of personal development. A participant in the ACRL Harvard pro-
gram said, “I’ve learned a lot about my own organization, my leaders . . . 
and most importantly about myself” (Saunders, 1999).
 A TALL Texan Institute participant said, “The Institute gave me an op-
portunity to zero in on positive ways to improve what I am and to focus on 
the direction my life is taking” (Berry, 2002). Results from the postinstitute 
evaluation of the Nevada Leadership Institute conducted in 2003 found that 
participants all responded in a strong positive manner to the program. They 
felt the institute had helped them to examine their personal leadership style, 
to develop a vision for the future, to gain knowledge about leadership, and 
to clarify their professional goals (Wetherbee & Mason, 2003).
Career Advancement and Mobility
 The Stanford-California Institute evaluation for career advancement 
and mobility compared a control group with a treatment group (those 
who attended the institute) in order to determine if there were differences 
between the two groups that might have occurred as a result of the lead-
ership training. Of the participants, only 24 percent had changed jobs or 
received a promotion since attending. For the control group, 45 percent 
had changed jobs or received a promotion. “Seventy-six of the participants 
felt the Institute had had some impact on their career move” (Hinman & 
Williams, 2002, p. 36). These results were similar for the control group. 
The evaluators concluded that members of the control group had more 
career mobility but otherwise were similar to the institute participants in 
these dimensions.
 The Snowbird assessment found 38.6 percent of the participants were 
still in the same positions they occupied before attending the institute. 
Thirty percent had become heads of branches or departments. Nearly 7 
percent were assistant or associate deans or directors, and 14 percent were 
deans or directors (Neely & Winston, 1999, p. 6).
 The Snowbird study did not use a control group, and therefore it is 
not possible to determine whether the Snowbird participants were more 
successful in their career development than others who did not attend. In 
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assessing participants’ self-reported attitudes to the institute, 40 percent 
responded that the institute contributed somewhat to their obtaining sub-
sequent positions, while 19 percent report that it contributed a great deal; 
48.6 percent said that they believed their career paths would have been dif-
ferent without the Snowbird experience. The research authors concluded 
that it “is difﬁcult to identify a direct relationship between participation 
in the Snowbird Leadership Institute in terms of career progression and 
greater participation in leadership activities. . . . It is difﬁcult to determine 
the relationship between the impact of the institute and the attainment of 
subsequent positions” (Neely & Winston, 1999, p. 10).
 Of the Assessment Center participating librarians, 80 percent reported 
that participating in the assessment process improved their career mobility. 
Hiatt also followed up with librarians after ten years and found that the 
participants still felt that their participation had been valuable to them, but 
not all of the participants felt it had had an impact on their career (Hiatt, 
1992, p. 539).
Leadership Activities
 For the Stanford-California Institute participants, 28 percent had been 
elected or appointed to a professional association, and 25 percent had au-
thored an article for a professional publication. Forty percent had delivered 
a presentation at a conference, and 65 percent had mentored someone 
since the institute. The results for the control group, however, were similar. 
Twenty-nine percent of the control group had been elected or appointed 
to ofﬁce in a professional association; 24 percent had authored an article 
for a professional publication. Thirty-one percent had delivered a presen-
tation at a conference, and 53 percent had mentored someone since the 
institute.
 Snowbird Institute survey results show that the number of institute 
participants who had published journal articles, books, book chapters, book 
reviews, and conference papers had all increased in relationship to the num-
ber of individuals who had participated in these activities before attending 
Snowbird. The authors suggest caution in interpreting these numbers since 
they point out that nearly 40 percent of the survey respondents are still in 
the same position as when they attended the institute (Neely & Winston, 
1999, pp. 8, 10). They also note that elapsed time may have an inﬂuence 
on these numbers as participants move forward in their careers. It is not 
yet possible to determine what the long-term effect of increased access to 
leadership training for librarians will be. The efﬁcacy of these programs is 
not proven, but it seems clear that at the level of individual participation, 
they clearly respond to felt needs.
Organizational Impact
 Seventy-nine percent of Stanford-California Institute participants in-
dicated that they had suggested changes in their organization as a result 
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of attending the institute, and 81 percent saw their changes implemented. 
Changes included implementing mentoring, improved understanding of a 
service group, increased adoption of information technology, added staff 
training and development, improved leadership skills, and improved cus-
tomer service. In the control group, however, 86 percent had suggested 
changes, and 89 percent had had their changes implemented—percentages 
higher than for the institute participants. The conclusion of the authors 
of the evaluation report after an analysis of the detailed responses from 
the control group was “It is evident that the Institute participants displayed 
more creative thinking and broader understanding of libraries” (Hinman 
& Williams, 2002, p. 47). This does not explain, however, why the control 
group performed better than their institute counterparts in on-the-job 
success in implementing changes.
 Twenty-four percent of the librarians in the study group said their job 
performance had improved as a result of the Assessment Center process 
(Hiatt, 1992. p. 530). Assessment Center librarians also said the leadership 
process had helped them to acquire managerial information and skills they 
could use in their organizations, as well as achieve an understanding of 
what higher managerial responsibility would entail (Hiatt, 1992, p. 537).
Formation of Leadership Cohorts
 Collegiality can play an important role in both the positive or nega-
tive experiences of leadership development participants, and in long-term 
relationships it can have an impact on career development and mobility. 
The Stanford-California Institute participants said that 81 percent of them 
had remained in contact through listservs and email (62 percent), personal 
meetings (32 percent), and professional association contacts (44 percent). 
Seventy-six percent of Snowbird Institute attendees reported that collegial 
relationships were important, particularly informal interactions with other 
participants, as opposed to listserv activities or collegial reunions.
Problems with Interpreting Impacts of Leadership Training
 Aside from the three studies just discussed, very few published eval-
uations on library leadership training programs have been designed to 
yield stable and valid results about the impact of these programs on the 
abilities and careers of training program participants. Far too much of the 
evaluation information that is available from most leadership programs is 
self-reports about participant experiences; obviously this does not help to 
isolate direct impacts of these programs. Another important hindrance to 
better outcomes assessment of library leadership training is the lack of a 
clear and agreed deﬁnition of “leadership skills.” The absence of a widely 
accepted deﬁnition of leadership skills for librarians is a substantial bar-
rier to evaluation of program impact, as is the lack of a shared or deﬁned 
deﬁnition of what constitutes a “leadership skill.” In the absence of deﬁned 
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criteria, it is difﬁcult to determine through research the efﬁcacy of train-
ing programs.
 While the Stanford-California Institute, Assessment Center, and Snow-
bird Institute evaluations have endeavored to improve data collection and 
evaluation by using multiple methods of collecting data, control groups, 
and even longitudinal data, problems still exist with data interpretation. 
For instance, the control group and treatment groups are very similar in 
composition, and this raises questions about whether the control and par-
ticipant groups in these studies really are two independent groups that can 
be compared with one another.
 As noted earlier, the Assessment Center research and the Stanford-
California Institute research found that the comparison between the as-
sessment group and the control group yielded only minor differences. In 
both cases, the control group and the treatment group, rather than having 
been drawn from two separate pools, seem to be drawn from the same 
group. Therefore, the experimental design using a control group is not 
useful for detecting meaningful differences in the two groups as a result 
of leadership development training. As the researchers noted in the evalu-
ation of the Assessment Center, both the assessment group and applicant 
group were similar in that they both were composed of “highly motivated, 
career-oriented groups of librarians” (Hiatt, 1992, p. 537).
 Although the studies did conduct longitudinal evaluations of partici-
pants, difﬁculties arise in interpreting whether participants publish more 
or engage in more professional activities due to their leadership training 
or because of other factors that have not been identiﬁed. More research 
that controls for the passage of time and other possible external factors 
is needed to better understand the interrelationships between leadership 
development training and subsequent career activities.
Conclusion
 There is no doubt that leadership concepts and leadership training have 
diffused broadly into the library profession. Due to signiﬁcant changes in 
recruitment for the profession, and the recognized need for leaders at all 
levels of libraries, leadership training has been developed and offered by 
libraries, professional organizations, and state library professional associa-
tions, as well as academic and nonproﬁt foundations. Most of the leadership 
training programs appear to have been developed by the profession for the 
profession. These programs touch library personnel, degreed and other-
wise, at various career levels. Interestingly, those institutions now making 
signiﬁcant investments in leadership training for librarians do not appear 
to include any signiﬁcant leadership programs developed or offered by 
library and information science programs. While faculty from some schools 
are involved in teaching in one or more library leadership programs, no 
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programs hosted by library schools were identiﬁed. It may be that graduate 
schools offer courses on leadership, but we did not examine the curricu-
lum offerings of the different schools to determine if schools are offering 
a course titled “Leadership.”
 It is also clear that the package of required leadership skills for librar-
ians and other workers is not a one-size-ﬁts-all list. In fact, there continues 
to be considerable variety in ideas about an appropriate library-related set 
of leadership skills, or, to use a current term, competencies. Despite the 
work that has been done on deﬁning library leadership competencies by 
various organizations and associations, the ﬁeld awaits an accepted set of 
core leadership competencies for the profession or for any subset of the 
profession. The lack of an agreed-upon set or sets of core competencies 
means that, although training programs are often worthwhile and beneﬁcial 
to individual participants, there is no accurate way to determine if the most 
effective skills are being taught to leaders and aspiring leaders. More work 
needs to be done to clarify a library- focused list of leadership competencies. 
Program planners could then use this conceptual foundation as a starting 
point for designing leadership development programs.
 The review of leadership and leadership development training makes it 
clear that, although many training programs have been developed and con-
ducted successfully, the evaluation methods used to date to assess the success 
of these programs have, in most cases, not yielded deﬁnitive results about 
the success or failure of programs to achieve their stated objectives, such as 
individual personal development, career mobility, workplace improvement, 
and so forth. Most evaluation methods employed to date have measured 
short-term goals, including participants’ self-assessments of whether the 
training met expectations and the extent of their personal satisfaction with 
the training. For the future, if the designers of leadership training hope to 
claim that such programs improve productivity and achieve an economic 
payoff for libraries, better evaluation methods must be developed and used 
in a systematic way. The authors believe that two basic improvements would 
be very helpful. First, evaluators must more carefully deﬁne the experimental 
design by using trainee control groups that are truly different from the target 
trainee group. Second, leadership program advocates should conduct more 
longitudinal research to determine what happens to leadership development 
participants over two years, ﬁve years, and longer. These two improvements 
will be good steps toward better evaluation and will increase understanding 
of what works and does not work in leadership development. A third and 
perhaps a much more difﬁcult goal to attain would be a concerted effort 
within the profession to clearly deﬁne what librarians really mean when 
they use the term “leadership.” These changes may help leadership training 
designers to achieve the sought-after and intended results of investments in 
individual leadership development.
 Looking to the future, the library profession is expected to undergo 
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a number of signiﬁcant changes in the coming decade. One of the most 
important changes will be the predicted retirement of a large number of 
librarians as they reach retirement age. Libraries will undoubtedly experi-
ence a loss of a large number of library leaders, and libraries and library 
organizations must continue to expand leadership training if there is to 
be a new cohort of leaders ready to take over. The workforce in all types of 
libraries is becoming more diverse, reﬂecting the growing diversity in the 
United States overall. A few leadership programs have already been devel-
oped to recruit and develop more library leaders from diverse backgrounds 
and ethnicities, and this effort should be continued and expanded in the 
future.
 Given the foregoing analysis of the current state of library leadership 
training, the authors also recommend that library schools and/or other 
professional bodies deﬁne a leadership training research agenda to be 
completed in the next ten years. Such an agenda would have as its focus the 
creation of a set of tools that could measurably improve library leadership. 
A ﬁrst step would be the development of a clear and broadly accepted set 
of general library leadership competencies for all types of library settings. 
The second step would be the vigorous promotion of these competencies 
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Appreciative Inquiry is a different approach to organizational de-
velopment, one that calls for the deliberate search for what contributes to 
organizational effectiveness and excellence. Appreciative Inquiry is a practi-
cal philosophy that assumes the organization is a “mystery” and a “marvel” 
to be embraced, not a problem to be solved (Cooperrider & Srivastava, 
1987, p. 131). The author’s experience with this different approach to or-
ganizational development reveals its power to unleash the creative energy 
within library organizations. This article describes the principles, process, 
and some of the practices of Appreciative Inquiry.
Introduction
 Library organizations, like so many other types of organizations today, 
face the need for signiﬁcant transformation in the way they are organized, 
the work they do, the ways in which they perform this work, and in how 
they meet the challenges of staying relevant and meeting the needs and 
expectations of their various constituent groups. Leaders of all types of 
libraries and the staff who work with them continually face new and more 
complex problems. Libraries have a long history of tackling these challenges 
and problems with such organizational development efforts as strategic 
planning, restructuring, redesigning work, and project management. Tra-
ditionally such planned change efforts have operated from the premise that 
the place to begin is with what is wrong, what is not working well, or what 
needs to change. This approach has been described by some as a “deﬁcit-
based” approach, one that focuses on the negative. Some characteristics of 
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this deﬁcit-based thinking are an emphasis on problems; attention to the 
people who are perceived to be causing these problems; a tendency to be 
critical of ideas, accomplishments, and the people involved; and a focus 
on resources that are limited or lacking.
 Appreciative Inquiry offers a compelling alternative—the quest for the 
best possible situation. In this quest the focus is on possibilities, not prob-
lems; meaningful involvement of people to enable them to contribute their 
best thinking; attention to learning and generative thinking; collaboration 
and building trusting relationships; and a focus on existing resources and 
how to make the best use of them.
Appreciative Inquiry Deﬁned
 Appreciative Inquiry is an approach to planned change that begins 
with careful attention to and the identiﬁcation of what has worked in the 
past and what works in the present. Appreciative Inquiry is a
collaborative and highly participative, system-wide approach to seek-
ing, identifying, and enhancing the “life-giving forces” that are pres-
ent when a system is performing optimally in human, economic, and 
organizational terms. It is a journey during which profound knowledge 
of a human system at its moments of wonder is uncovered and used 
to co-construct the best and highest future of that system. (Watkins & 
Mohr, 2001, pp. 14–15)
Appreciative Inquiry is the “study and exploration of what gives life to hu-
man systems when they function at their best. This approach to personal 
change and organization change is based on the assumption that questions 
and dialogue about strengths, successes, values, hopes, and dreams are 
themselves transformational” (Whitney & Trosten-Bloom, 2003, p. 1).
 Appreciative Inquiry is an approach to the development of human 
systems that views those systems as life-giving and enhancing; ones that 
contain positive forces to be understood and embraced. Those life-giving 
forces emerge from our conversations as a result of our assumptions, values, 
beliefs, and images. Those conversations govern our choice of actions. If 
the conversations are energizing and life afﬁrming then the “whole” system 
can be involved in co-constructing the desired future.
 Appreciative Inquiry is a strategy for change that begins with the iden-
tiﬁcation of the “best of what is” to enable stakeholders to pursue their 
dreams and visions of “what could be.” It is a process of collaborative inquiry 
to clarify the strengths, positive experiences, “good news,” achievements, 
and best qualities of a group, an organization, a situation, a relationship, or 
an individual. It is a means to create change based upon the premise that 
we can effectively move forward if we know what has worked in the past. It 
is an approach to organizational development that quickly engages people 
in an exploration of what they value most about their work. It brings forth 
peak experiences and examples of excellence to enable the creation of the 
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future organizations that will embody their highest aspirations. As Table 
1 illustrates, it is the opposite of the traditional problem-solving approach 
(Hammond, 1996, p. 24).
 Appreciative Inquiry has been applied around the world in a variety 
of types of organizations, including both those with staff represented by 
unions and those without unions. It also has been applied in community 
organizations and in small group work. It is now an established approach 
to organizational development that has been used successfully with diversity 
programs, team building, strategic planning, work redesign, restructur-
ing, and transforming organizational culture. The practice of Appreciative 
Inquiry reﬂects the values and fundamental principles of organizational 
development. In fact, it represents a return to the tenets espoused by some 
of the early developers of the ﬁeld, for example, Kurt Lewin, Richard Beck-
hard, Chris Argyris, and Douglas McGregor.
Origins of Appreciative Inquiry
 In 1980 David Cooperrider, then a doctoral student at Case Western 
Reserve University, was engaged in an organizational diagnosis at the Cleve-
land Clinic. Under the guidance of his advisor, Dr. Suresh Srivastava, he 
had the insight to shift from the identiﬁcation and analysis of what was and 
was not working to a focus on the identiﬁcation of the factors that were 
contributing to the clinic’s effectiveness. Cooperrider ﬁrst conducted a 
series of interviews with clinic staff to learn what was wrong. During the 
interviews, he began to notice factors in some parts of the organization 
that contributed to organizational effectiveness. Cooperrider refocused his 
work to adopt an “appreciative” approach, to give attention to the strengths, 
achievements, and positive forces that contributed to excellence. Clinic 
leaders invited him to help them create an approach to their practice based 
upon “positive inquiry.” As Cooperrider formalized his theory of change 
he laid the foundation for Appreciative Inquiry. This early work led to a 
paradigm shift in how to understand an organizational system (Watkins & 
Mohr, 2001, pp. 15–21).
Table 1. Traditional Problem Solving vs. Appreciative Inquiry
 Problem-Solving Appreciative Inquiry
Basic Assumption
Key Activities
An organization is a problem to 
be solved
Identify the problem based 
upon a “felt need”
Analysis of causes
Analysis of possible solutions
Action planning (treatment)
An organization is a mystery to 
be embraced
Appreciating and valuing the 
“best of what is”
Envisioning “what might be”
Holding dialogues about “what 
should be”
Innovating “what will be”
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Some of the Research That Supports Appreciative 
Inquiry
 As Appreciative Inquiry has developed as a system of thought in the 
past two decades, research in other areas has yielded results that support an 
appreciative or positive approach to change. These include the following:
• Research on the placebo effect demonstrates that patients show marked 
physical, psychological, and emotional improvement in their symptoms 
when they believe they are taking effective medicine, even when that 
treatment is a sugar pill.
• The Pygmalion Effect studies demonstrated the power that another per-
son’s image and expectations can have on an individual’s performance. 
Students in a class were divided randomly into two subgroups. Teachers 
were told that one group of students was intelligent, hardworking, and 
successful and that a second group of students was not very bright, not 
well-behaved, and performed poorly. Within a single semester, those 
who were labeled poor students were performing poorly and those who 
were labeled successful were doing well. The key conclusion from these 
studies is that individuals rise to the level of the images and expectations 
others have of them.
• Performance theory in sports includes a number of examples in which a 
shift to a focus on the positive and doing the right thing, and away from 
a focus on what one is doing incorrectly has indeed led to improvement. 
A positive afﬁrmation approach causes one’s whole body to respond to 
what the mind imagines to be possible. One sees the basketball making 
the basket rather than thinking one should not miss the basket.
Principles of Appreciative Inquiry
 The philosophy of Appreciative Inquiry is expressed in a set of eight 
principles that together convey the set of beliefs and values that guide 
practice. Whitney and Trosten-Bloom describe these principles in The Power 
of Appreciative Inquiry (2003, pp. 51–79) and explain that they are “derived 
from three generalized streams of thought—social constructionism, image 
theory, and grounded research—they suggest that human organizing and 
change is a positive, socially interactive process of discovering and crafting 
life-afﬁrming, guiding images of the future.” Table 2 presents each of the 
principles and includes a slogan for remembering them.
Underlying Assumptions of Appreciative Inquiry 
Simply Stated
 One of the most effective ways to introduce Appreciative Inquiry to 
library staff has been to invite them to read The Thin Book of Appreciative 
Inquiry (Hammond, 1996). This booklet provides an excellent introduction 
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and overview of the key concepts, including the following set of assump-
tions (Hammond, 1996, pp. 20–21):
1. In every society, organization, or group, something works.
2. What we focus on becomes our reality.
3. Reality is created in the moment and there are multiple realities.
Table 2. Summary of the Eight Principles of Appreciative Inquiry 
The Constructionist Principle Words Create Worlds
Organizations are living, dynamic systems—“human constructions” that evolve through 
social interaction and communication. It is through this interaction and communication 
that meaning is made and that the organization evolves.
The Simultaneity Principle Inquiry Creates Change
The questions we ask set the stage for what we discover and learn. Change begins when we 
begin to ask the questions.
The Anticipatory Principle Image Inspires Action
The image of the future guides current behavior in any organization. Organizations evolve 
in the direction of their most compelling image of the future.
The Positive Principle Positive Questions Lead to Positive Change
Positive questions create the impetus and energy for change. “The more positive the ques-
tions we use to guide a team building or organization development initiative, the more 
long-lasting and effective the change effort” (Whitney & Trosten-Bloom, 2003, p. 67).
The Poetic Principle We Can Choose What We Study
Organizations are “open books—endless sources of learning, inspiration, and interpreta-
tion.”  We decide what to study. The choice can be to learn what problems clients encoun-
ter in using our services or what they value in their experience. We can examine why staff 
morale is low or we can seek to understand what factors lead to the retention of the high 
performers. The choice is ours to make.
The Enactment Principle Acting “As If” Is Self-Fulﬁlling
Gandhi’s “Be the change you want to see” embodies this principle. When we begin to act as 
if something we desire in the future is available in the present, we begin to create the vision 
of the future in our current reality. 
The Wholeness Principle Wholeness Brings Out the Best
Engagement of the whole system, everyone in the organization, brings out the best in the 
organization, its systems, relationships, and individual members. As a human system, an 
organization is the people who work in it.
The Free Choice Principle Free Choice Liberates Power 
This principle is based on the premise that people are motivated and become committed 
to results when they are free to decide how they will contribute to organizational perfor-
mance. It assumes that commitment, rather than compliance, leads to high performance.
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4. The act of asking questions of an organization or group inﬂuences the 
group in some way.
5. People have more conﬁdence and comfort to journey to the future (the 
unknown) when they carry forward parts of the past (the known).
6. If we carry parts of the past forward, they should be what are best about 
the past.
7. It is important to value differences.
8. The language we use creates our reality.
Appreciative Inquiry in Practice
 In most libraries today the application of an Appreciative Inquiry ap-
proach to any organization development effort would require a major shift 
in the set of beliefs and assumptions about how to bring about change. 
There is a long history of experience with a problem-driven approach to 
planning and making change. The negative is seductive. There is a focus 
on problems and a strong tendency to dwell on what is wrong or not work-
ing, often without taking time to examine what is working. In a number of 
cases, performance assessment represents judgment of experiences, not a 
means to learn from them. Library human resource systems emphasize the 
evaluation of performance and performance appraisals, not learning and 
development plans or even performance improvement plans. The choice 
to focus on the positive requires a deep and sustained commitment to af-
ﬁrm the value of the positive.
 The commitment of senior leadership is critical to the successful appli-
cation of Appreciative Inquiry in any organizational development strategy. 
An important early step in developing this commitment is to educate lead-
ers and stakeholders about the philosophy, rationale, supporting research, 
process, and beneﬁts of Appreciative Inquiry as an approach to organiza-
tional development. It is essential that senior leadership make the conscious 
commitment to focus on the positive as the basis for change.
Process: The 4–D Cycle
 The predominant model of the Appreciative Inquiry (AI) process is 
known as the AI or 4–D Cycle and is comprised of four stages: Discovery, 
Dream, Design, and Destiny (sometimes referred to as Delivery). This 4–D 
Cycle is intended to be a general description of the process to be applied to 
the special circumstances of an organization. As is the case with any model 
like this, the context in which it is used and the particular needs and chal-
lenges of the situation must be considered in its application.
 While this article focuses on the application of Appreciative Inquiry to 
a large-scale organizational development effort, this AI Cycle can be applied 
in a variety of ways, informally or formally, in a small group or across an 
organization. Appreciative Inquiry can be used without any explanation.
 A critical step to take before beginning the 4–D Cycle is to select the 
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topics for the focus of the Appreciative Inquiry. Topic selection needs to 
be done thoughtfully and carefully—what we choose to study is likely to 
become our new reality (Hammond, 1996, pp. 32–33).
 The focus of attention in the initial stage of Discovery is to identify “the 
best of what is” by bringing to light examples of high performance, times 
when the organization achieved excellence, and experiences as well as 
aspects of the organization in which staff say they take pride or that they 
may identify as a “life-giving force.”
 The key method for this search to uncover the positive is known as 
the Appreciative Interview. The Appreciative Interview is a means to share 
stories among stakeholders about their most memorable experiences and 
accomplishments in the area covered by the topic choice. This telling of 
stories and the work accomplished in the subsequent phases results in the 
generation of new ideas, images, assumptions—which lead to new attitudes 
and behaviors. Appreciative Interviews throughout the organization are a 
means to engage staff and build commitment as well as a means to reveal 
the whole story of the organization.
 Some examples of questions that can be used to start an Appreciative 
Interview are listed below. These have proven to be effective with individu-
als and with groups of varying size.
1. Identify a time in your experience with this library when you felt most 
effective and engaged. Describe this. How did you feel? What made this 
situation possible?
2. What is your value to the organization? In what ways do you contribute 
your best? What are your strengths?
3. What do you appreciate most about this library as an organization? In 
what ways does it excel?
4. What are the three or four most important aspirations for the future of 
this library? What are the key components for its vision?
5. What are some sources of pride for you in your work?
6. Describe a leader who has inﬂuenced you. What did that person do? 
How did that person interact with you? Describe some speciﬁc instances 
in which you experienced this inﬂuence.
7. Think of a time when you felt especially creative. Describe what you 
were doing, what you were thinking , and what you were feeling.
8. Tell me about a peak experience in your professional work. What was it 
about your situation, organization, colleagues, or yourself that enabled 
this to occur?
 The key focus of the next stage, Dream, is the creation of a vision that 
brings to light the collective aspirations of stakeholders. This is a time to 
question the status quo and to ask “what might be.” This stage is practical 
in that it is grounded in the stories and ﬁndings that emerged in the ﬁrst 
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stage. It also is creative in that it calls for expansion of the organization’s 
capacity. Staff work together to create shared images of what the library 
would be like if the instances of excellence and compelling experiences 
discovered in the previous stage became a way of life, the norm, in the new 
organization.
 Stage three, Design, is the opportunity for the staff to work together to 
construct the library organization created as a vision in the previous stage. 
Here staff spend time in the articulation of the desired attributes of the new 
organization and develop a more detailed description of the work design, 
structure, systems, culture, and work environment called for in the results 
of the Dream stage.
 Destiny (sometimes referred to as Delivery) is the ﬁnal stage of the 4–D 
Cycle. The work of this stage focuses on the individual and organizational 
commitments necessary to achieve the aspirations set forth in the second 
stage and further developed in the third stage.
Appreciative Inquiry and the Learning Organization
 Peter Senge describes the learning organization in The Fifth Discipline: 
The Art and Practice of the Learning Organization (Senge, 1990). The prin-
ciples and practices of the learning organization align closely with those 
of Appreciative Inquiry. Each of the ﬁve disciplines of the learning orga-
nization (systems thinking, shared vision, team learning, mental models, 
and personal mastery) has a corresponding set of beliefs, assumptions, and 
practices within Appreciative Inquiry. Common elements include a belief 
in the capacity of people to create change; the importance of generative 
thinking and generative learning; collaboration as a means for learning, 
growth, and development; understanding the organization as an organic 
and dynamic human system; and a deep commitment to the power of the 
positive over the negative. Each has emerged out of a fundamental rethink-
ing of what motivates and shapes human behavior in organizations.
 The discipline of systems thinking is a core principle of Appreciative 
Inquiry. At every stage of the process, seeing the organization as a living, 
dynamic, whole system is fundamental to the work at that stage.
 The Dream phase of the Appreciative Inquiry process is very similar to 
the discipline of shared vision. In fact, in this phase the work is directed at 
the creation of a shared vision, one that describes the organization’s aspi-
rations for each of the areas identiﬁed in the Discovery phase. The shared 
vision is the articulation of the dreams of the future for those aspects most 
valued by the people of the organization—what staff want to carry forward 
to the future.
 Because the process of Appreciative Inquiry assumes engagement of 
the whole system, the discipline of team learning comes into play with its 
many tools to support collaboration. The practice of dialogue—meaning-
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ful conversation that seeks understanding at a deeper level and calls for 
balanced participation to enable the different voices to be heard—is a key 
tool in both Appreciative Inquiry and the learning organization.
 The discipline of mental models calls for a deep awareness of the assump-
tions that underlie organizational behavior, a habit of surfacing and testing 
these assumptions, and a commitment to create new mental constructs 
or mindsets that will lead to positive action. This work leads to creating a 
readiness and openness to change.
 Finally, the discipline of personal mastery is that part of the learning 
organization framework that directly addresses the role of the individual in 
the evolution and growth of the organization. Appreciative Inquiry afﬁrms 
the importance of this individual role and also encourages each individual 
to have a clear personal vision and focus attention and energy toward what 
might be—in the direction of possibilities and the future. This discipline 
recognizes the importance of seeing reality objectively.
Principles of the Application of Appreciative Inquiry 
and the Learning Organization to Libraries
 The following set of principles has evolved from my practice as a consul-
tant in the past ten years, a practice that began with a focus on the learning 
organization as a framework for the transformation of library organizations. 
This set of guiding principles is derived from the application of both learn-
ing organization and Appreciative Inquiry approaches in a variety of library 
organizations.
• Recognize that library organizations are living, organic systems. Staff at 
all levels, from all perspectives give life to the library organization.
• Behavior in the present is inﬂuenced by the future that is anticipated. 
Leaders have the opportunity to bring about change by engaging staff 
in the 4–D Cycle and by focusing on the positive possibilities of the 
future.
• Both approaches are generative processes. “Learning as we go” is ex-
citing, releases the capacity of staff, and enables the organization to 
become the best possible.
• Effective, relevant questions are important to the inquiry process at the 
heart of the work done in both approaches.
• Leaders have inﬂuence when they bring a positive focus to the inquiry 
and learning process.
• Continued success comes from the engagement of staff and the appre-
ciation of their effort and commitment.
• People individually and collectively have skills, talents, and contributions 
to bring to life.
• Any large-scale change effort requires a commitment to continual 
learning, growth, and development—of the organization, of groups and 
teams, and of all individuals.
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Getting Started: Some Ideas for Application
 The introduction and application of appreciative inquiry as an orga-
nizational development effort requires ﬁrst and foremost that leaders in 
the library have a deep awareness and understanding of the principles 
and practices of Appreciative Inquiry. In most organizations this means a 
signiﬁcant shift in patterns of thinking. A critical ﬁrst step, therefore, in 
the formal introduction of Appreciative Inquiry would be for the senior 
leadership group to undertake the study of this approach. This study should 
include careful consideration of the best means to introduce library staff 
to Appreciative Inquiry in practice. It also is possible to begin to apply the 
principles and practices of Appreciative Inquiry in a less formal way. The 
following offers some suggestions for this approach:
1. Begin a planned change or problem-solving effort with reﬂective ex-
ploration of the “best of what is.” Focus on strengths, values, sources of 
pride, and best experiences.
2. Drop the “devil’s advocate” approach in favor of the “angel’s advo-
cate”—ask questions to support suggestions, possible scenarios, and 
ideas.
3. Involve as many stakeholders as possible in the creation of a shared vi-
sion of a preferred future. The libraries at the University of Iowa, Brown 
University, George Washington University, the University of Maryland, 
and the University of Cincinnati are some examples of where this has 
been done successfully.
4. Identify the core elements that give life to the library. One way to do this 
is to clarify the core values through a process in which all staff have the 
opportunity to participate. This set of values can be translated to a set 
of behaviors for staff to practice. As one example, staff in information 
services and resources at Bucknell University developed a “Living Our 
Values” program several years ago.
5. Use the Appreciative Interview technique whenever possible. Take time 
to frame questions that are positive and that will generate hope, imagina-
tion, and creative thinking, such as the following: What current trend 
might have the most signiﬁcant positive effect on the future of this 
library? When have you felt most creative in your work? If success were 
guaranteed, what bold actions would we take? Imagine twenty years into 
the future and all of the pressing problems of today’s libraries have been 
solved—what role has this library played?
6. Close meetings and other activities with a discussion of what worked 
well and what practices occurred that should be continued. Take time 
to identify individual contributions to the success of the meeting.
7. Introduce learning and development plans. Focus on an individual’s 
strengths and competencies as much or more than on his or her areas 
for development. The Tri-College Libraries in the Philadelphia area 
(Bryn Mawr, Haverford, and Swarthmore) collaborated a few years ago 
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to create a professional development program for staff in the three li-
braries. Their Task Force on Learning and Development produced the 
excellent Individual Learning and Development Plan for this purpose.
8. Create a recognition program that is an integral part of the library’s 
operations. Make it easy to administer, and make it possible for anyone 
at any time to participate. Be sure that it includes a variety of means to 
recognize the full range of accomplishments. A good example of such 
a program exists at the North Suburban Library System in Wheeling, 
Illinois.
9. Be mindful of the language used. Words are powerful and convey real-
ity. Use language that conveys hope, optimism, and possibility instead 
of language that focuses on problems.
10. Remember the power of the Pygmalion Effect—how expectations in-
ﬂuence performance. Expect the best performance and assume that 
people have the best intentions in what they do. Coach others from the 
perspective of building on strengths.
Conclusion
 While Appreciative Inquiry as an approach to complex, transforma-
tional change may be new to library organizations, it is not as new to many 
other types of organizations. In the twenty-four years since its inception, 
this afﬁrmative strategy to transform organizations has evolved into one of 
the most promising practices in the ﬁeld of organizational development. 
As library leaders focus their attention on the need to transform their 
organizations, Appreciative Inquiry offers a means to do this that enables 
staff to afﬁrm the best of the past and the present as choices are made to 
assure a future in which library services and programs are relevant.
 One compelling choice to make in the continual whirl of change and 
transformation is whether to focus on the positive or the negative. Each of 
us—the library director, the manager, the staff member, the consultant—has 
the option to give attention to what is afﬁrmative, life-giving, and valuable 
or to give that attention to what is wrong or needs to be ﬁxed. Consider 
the beneﬁts, personal and organizational, of spending time and energy in 
a positive, creative, and appreciative approach versus the often negative 
and stressful deﬁcit-based approach. Professionally and personally, what is 
the best way to spend your time and energy?
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Facilitative Leadership: One Approach to 
Empowering Staff and Other Stakeholders
Thomas L. Moore
Abstract
This article deﬁnes facilitative leadership as advocated by Roger 
Schwarz and describes the use of this relatively new leadership approach in 
a public library system. It lists and deﬁnes the four core values followed in 
Schwarz’s approach: valid information, free and informed choice, internal 
commitment, and compassion. It further describes the use of left-hand 
column cases as developed by Chris Argyris to identify one’s own theory 
in use. Model one and model two theories in use as developed by Argyris 
are discussed. The article then brieﬂy describes the experiences of using 
the Schwarz principles in a library organization.
 Facilitative leadership is a term that is used for a number of different 
methods of providing leadership within the workplace. Many different 
trainers and organizations use the term. It means different things to each of 
them. A quick Internet search results in many hits for the term. Educators 
use it to describe a way of leading school change. Religious leaders use it 
to describe a way of leading congregations. Consultants use it to describe 
ways of leading organizations. One consultant group (Interaction Associ-
ates) has even registered the phrase as a trademark. All involve some sort 
of training in new ways to lead people or organizations.
 Fran Rees is one of a handful of authors on the subject of facilitative 
leadership. She identiﬁes leadership skills along a continuum from persua-
sion through collaboration to facilitation and says that at various times a 
leader must be prepared to engage each approach. She writes:
Thomas L. Moore, Library Director, Wake County Public Library System, Raleigh, NC.
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The leader who can take the role of a facilitator blends his or her role of 
visionary decisive leader with that of listening and empowering leader. 
As a facilitative leader he or she involves followers as much as possible 
in creating the group’s vision and purpose, carrying out the vision and 
purpose, and building a productive and cohesive team. Facilitation can 
be seen as a leadership approach. (Rees, 1998, pp. 17–18)
In another of her works, Rees identiﬁes a basic tenet of facilitative leader-
ship: “A facilitative leader is someone who acts on the premise that a leader 
does not do for others what they can do for themselves” (Rees, 2001, p. 60).
 Roger Schwarz devotes a full chapter in his classic work on facilita-
tion to deﬁning and elaborating on the concept of facilitative leadership 
(Schwarz, 2002, pp. 327–343). “Facilitative leadership is a values-based, 
systemic leadership philosophy founded on the core values and assump-
tions, principles, and methods of the Skilled Facilitator approach. The 
facilitative leader helps groups and individuals become more effective 
through building their capacity to reﬂect on and improve the way they 
work” (Schwarz, 2002, p. 327). Following a discussion of the need for a new 
approach to leadership, Schwarz continues: “Organizations need the type 
of leader who works from a set of core values consistent with the concepts 
of empowerment, commitment, collaboration, learning, and partnership. 
The core values and principles underlying the Skilled Facilitator approach 
constitute a foundation for becoming such a leader—what I call a facilita-
tive leader” (Schwarz, 2002, p. 330). He also adds that facilitative leader-
ship can be practiced by anyone in an organization, regardless of level or 
leadership responsibility (Schwarz, 2002, p. 328). The particular method 
of facilitative leadership that I have employed for the past decade is based 
upon Schwarz’s work.
 The approach described by Schwarz and employed in his facilitation 
training and consultation activities is based on an explicit set of core values 
that work in any circumstance, be it personal or professional. Chris Argyris 
and Donald Schoen initially developed the concepts that led to the articula-
tion of these core values. Schwarz reﬁned and codiﬁed them as core values: 
valid information, free and informed choice, and internal commitment. While 
simply stated, these core values have a depth of import that needs further 
explanation. In the last edition of his book, Schwarz added a fourth core 
value that he named compassion.
 Core values are the principles that guide one’s actions in all aspects of 
one’s life. In most instances these core values or underlying beliefs are im-
plicitly understood but usually are not explicitly articulated. What Schwarz 
has done is to articulate the core values by which he wants to live his life. He 
has articulated them in such a way that others may choose to adopt them 
as their guiding principles as well. These four core values are the founda-
tion upon which Schwarz has based his brand of facilitative leadership. 
What follows is a fuller discussion of what these core values mean within 
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the context of Schwarz’s facilitative leadership. It is worth noting that, in 
many approaches to leadership, the core values underlying them are not 
articulated and have to be inferred through the actions that are the result 
of following the particular approach chosen. The premises behind the core 
values are the following:
 It is not possible to make good and consistent decisions without valid 
information. Valid information is information that is independently conﬁrm-
able. It should relate directly to the subject at hand. No parts of the informa-
tion can be held back, including one’s own feelings and assumptions that 
inﬂuence how the issue may be addressed. This core value encourages the 
use of speciﬁc examples that help illustrate the issues being discussed so 
that all involved can understand what is meant. An important element of 
this core value is to share the reasoning why one believes that the conclu-
sions reached are valid and true. A good test for sharing information might 
be, “If I am thinking it, I probably ought to share what I am thinking, even 
when what I am thinking is not very pleasant.”
 Free and informed choice relies on the ﬁrst core value to provide the valid 
information for the informed portion of this value. Because one has valid 
information it is possible to make a decision that is free of outside pressures. 
When one makes a decision or commitment within this framework, she is 
conﬁdent that the choice is one that she can carry out because the decision 
is truly hers and has been made on the best information available. Because 
of necessary societal and workplace rules and regulations, all decisions are 
not necessarily free in the strict sense of the word. While one may be able to 
freely choose not to follow workplace regulations, one of the consequences 
of not following those regulations may well be that continued employment 
is no longer possible. It is very important that those societal and workplace 
rules and regulations be made known, so that informed choices within those 
constraints are possible.
 The logical consequence of free and informed choice is internal com-
mitment. This internal commitment to the decision happens because the 
individual knows that he has all of the relevant information that was neces-
sary to make the decision and that he made it knowing all of the restraints 
and consequences. Because of this the person owns and willingly lives with 
the decision. There is another component of internal commitment that 
might not be obvious at ﬁrst: being internally committed to seeking valid 
information in relation to the decision. This component keeps the deci-
sion a dynamic one. It means that it is not possible to make a decision and 
never have to think about it again. It means being open to information 
that might not support your decision.
 These three core values work together in a reinforcing circle. One ﬁrst 
seeks and shares valid information, uses that valid information to make 
an informed decision, and is internally committed to the decision and to 
continuing to seek valid information.
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 The fourth core value of compassion is not as clearly deﬁned as the ﬁrst 
three. One of the reasons for this is that the word compassion has many 
meanings already imbedded in it that are not what Schwarz ascribes to 
this value. The difﬁculty with this value is that it is almost easier to say what 
it is not than what it is. Compassion is the ability to temporarily suspend 
judgment when listening to others. One suspends judgment so that he can 
truly understand the other person’s viewpoint. By doing this the listener 
is able to demonstrate a genuine concern for and interest in what other 
people have to say. Better understanding does result in an opportunity to 
further use the other core values. Compassion means that one intends to 
try to understand the other person’s point of view, to empathize with that 
person, and to be willing to help that person if that is the appropriate ac-
tion. With compassion the suspension of judgment is only temporary. At 
some point the listener must decide if the information gathered meets the 
test of validity so that it can be used as part of the decision-making process. 
Compassion does not mean rescue. It does not mean feeling sorry for 
someone. It does not mean discounting the other person’s ability to make 
a decision or act in a way consistent with the core values.
 I had the opportunity to speak with Roger Schwarz as he was develop-
ing his thinking on the meaning and purpose of this core value. One of 
the critiques that Schwarz had received was that his ground rules were very 
rational and had little if any room for emotion in them. Schwarz’s response 
was to add an element that he believes is less rational and more emotive. 
He struggled to ﬁnd a word to describe this element. He wanted a word 
free from connotations that might be different from what he wanted. He 
was unable to ﬁnd such a word, so he settled on compassion.
 The core values of facilitative leadership are the underlying principles 
that guide the actions of a facilitative leader. Schwarz has developed a set 
of ground rules that help individuals and groups to act in ways that are 
consistent with those core values. The original list was made up of sixteen 
different ground rules, which have since been condensed into the nine 
listed in Table 1. These ground rules are action strategies that can be used 
in groups by agreement or by the facilitative leader on his own. When used 
appropriately, these action strategies assist the facilitative leader to live the 
core values.
 When teaching about facilitative leadership, Schwarz uses a technique 
ﬁrst used by Chris Argyris and called the left-hand column exercise (Argyris, 
1999, p. 61). This exercise helps a leader to identify and explore the various 
action strategies that he uses as a leader. What Argyris identiﬁed was that 
many, if not most, leaders said they would act in one way, but during difﬁcult 
encounters with others did not act that way. He identiﬁed this tendency 
through the left-hand column exercise. This is how it works: Individuals are 
asked to remember a difﬁcult conversation they had with an individual or 
in a group setting. The person remembering the conversation is asked to 
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write down the conversation as best he can remember it on the right half 
of a sheet of paper. He is asked to record all of the conversation, not just 
what he said. Argyris then asks the participant to write down what he was 
thinking in the left-hand column of the paper. What Argyris discovered 
was that what participants thought and what they said were not the same 
thing. In addition, what they did was not in alignment with what they said 
they would do as a leader. Argyris called what an individual said they would 
do their espoused theory. He called what they did their theory in use. He also 
identiﬁed two theories of action (Argyris, 1999, p. 60). He called them model 
one and model two. He identiﬁes the model one theory as unilateral control, 
win-lose theory. Model two theory is a mutual learning, win-win theory. Ar-
gyris says that 98 percent of managers across the world operate in a model 
one frame. What Argyris also found was that the model one frame did not 
get the results that managers using it wanted. Frequently they got just the 
opposite result. He attributes this result in part to not sharing all relevant 
information and not testing the underlying assumptions that guide one’s 
actions. Because the model two theory of action is based on sharing relevant 
information necessary to make good decisions, and results in fewer errors, 
Argyris advocates model two as the preferred model, since managers using 
that model get better results—results more in line with what they want.
 By using the left-hand column exercise, it is possible to discover one’s 
own theory in use. Many of us who have written a left-hand column exercise 
are surprised to ﬁnd out that our theory in use does not match our espoused 
theory. The core values of facilitative leadership, as advocated by Schwarz, 
make it possible for a person to bring his theory in use and his espoused 
theory into closer alignment, especially if the espoused theory is closer to 
model two and the theory in use is closer to model one.
 Facilitative leadership is a method of leadership that ﬁts well into li-
braries because it is compatible with other tools and principles that are 
already in use in libraries. It provides built-in tests to see if the other tools 
are compatible and ﬁt into the core values.
Table 1. The Nine Ground Rules Roger Schwarz Recommends for Effective 
Groups
Test assumptions and inferences.
Share all relevant information.
Use speciﬁc examples and agree on what important words mean.
Explain your reasoning and intent.
Focus on interests, not positions.
Combine advocacy and inquiry.
Jointly design next steps and ways to test disagreements.
Discuss undiscussable issues.
Use a decision-making rule that generates the level of commitment needed.
Note. Based on The skilled facilitator: A comprehensive resource for consultants, facilitators, manag-
ers, trainers, and coaches (p. 97), by R. Schwarz, 2002, San Francisco: Jossey-Bass.
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 Some other tools that I have found to be compatible with facilitative 
leadership are the Myers-Briggs Type Inventory (MBTI), Systems Thinking 
(Senge, 1994), various problem solving models, the stewardship principles 
advocated by Peter Block (Block, 1993), and the leadership concepts of 
Kouzes and Posner (Kouzes & Posner, 2002). These tools all can help un-
derstanding of others or give a framework that is compatible with Schwarz’s 
framework. The MBTI helps one understand how people are different and 
how they are the same. Systems Thinking helps one see how everything is 
connected.
 If one is using different tools as a leader in an organization, Schwarz’s 
core values provide tests that will show how compatible these tools are. 
The simplest that I can think of is the use of anonymous feedback in a 
360–degree evaluation tool. If the feedback is anonymous, it is pretty dif-
ﬁcult for the facilitative leader to test the validity of the information by 
talking to the evaluator. The unstated, untested, underlying premise of 
such a system is that honest feedback cannot occur unless the one giving 
feedback remains anonymous. Schwarz would advocate that one of the most 
important pieces of information when getting 360–degree feedback is who 
is giving the feedback. By being able to check with the evaluator to ﬁnd out 
what he meant if there is a lack of clarity or a disagreement about what is 
reported, the person being evaluated is able to discover information that 
would be impossible to gain if the evaluator remained anonymous. The 
person receiving the evaluation is able to understand why the rater says 
what he says, and that makes for a better evaluation tool.
 In the Wake County Public Library System, nearly forty staff members 
have been trained in the principles of facilitative leadership. System admin-
istrators believe that all staff members are leaders, so the training has not 
been limited to the few administrators of the system. All staff attempt to 
practice the skills of the facilitative leader every day. They hang up poster-
sized copies of the core values and ground rules in meeting spaces and in 
their ofﬁces. They constantly try to verify information as valid by using the 
many tools that the ground rules provide. Sometimes they succeed, and 
sometimes they fail. Leadership using these skills is not an easy task. It is 
not possible to cruise along on automatic pilot and use these skills. It is 
important to consciously keep the values in mind as one continues through 
the day. This is especially true during stressful times, for that is the time 
when one is less likely to follow these principles.
 The Wake County Public Library System has been using the principles 
of facilitative leadership for more than eight years. I am aware of at least 
one other library that has embraced a form of facilitative leadership—the 
University of Arizona Library. Some local governments in North Carolina 
have invested signiﬁcant time and effort to implement facilitative leader-
ship within their structure. Examples include the City of Laurinburg and 
the City of Fayetteville. Laurinburg’s experience has been documented in 
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the literature (Davidson & McMahon, 1999). Each of these cities has been 
practicing these principles for at least ﬁve years, and many other communi-
ties have embraced facilitative leadership. The work by Svara and associates 
reﬂects on that experience (Svara, 1994).
 Facilitation is not rescue. Facilitation helps people do things they might 
not be able to do on their own, or at least need help doing on their own. 
Facilitation does not do things for people that they can do on their own. 
Facilitative leadership helps people to better understand each other so 
that common goals can be established, agreed upon, committed to, and 
reached.
 Facilitative leadership has helped the staff of the Wake County Library 
System reach better decisions, learn from their mistakes, and engage in 
more meaningful conversations than before. The library system is a human 
organization, so it still fails to do what the staff says it wants to do. The big 
difference is that now the staff recognize when that happens and use those 
occasions to analyze why it happened so that they really learn from their 
mistakes. By taking the time to ﬁgure out how the mistakes happened, by 
sharing the information that led the group to deﬁne what happened as a 
mistake, and by not assigning blame, this organization is able to construct 
more effective actions when correcting their mistakes. They are also able 
to give guidance for future situations so that the same type of mistake does 
not happen again.
 This was best illustrated when a new hire was brought on board. Those 
who were involved in the hiring decision each had small doubts about the 
new hire, but they did not share them with each other. The new hire did 
not successfully integrate into the system and eventually left. After the indi-
vidual left, those involved in the initial hire shared their initial doubts with 
each other and were surprised to learn that they each had similar doubts. 
Had they shared them initially, more time would have been spent with the 
candidate. The group also agreed that, for all future hires, they would share 
with all involved in the hiring decision all of their concerns. While this may 
seem obvious to some, this group found it freeing. By sharing everything 
they thought about potential job candidates, they were able to discuss all 
strengths and weaknesses and to address those with the candidates them-
selves. By following this process in the future, the staff believes that it will 
hire people who better ﬁt into the organization. The evidence from recent 
hires seems to support that belief.
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Abstract
This article discusses the actual and potential use of organizational develop-
ment (OD) premises and practices in libraries. Several academic research 
libraries have adopted an OD approach in order to create and maintain a 
healthy organization, improve operations and culture, and anticipate and 
manage change. There are many reasons for this trend, including a natural 
resonance between library cultures and the underlying philosophy of OD. 
Aspects of change management are discussed, along with leadership issues. 
The article cites many information resources from several disciplines that 
may be useful as library organizations evolve.
Introduction
 As we complete this issue of Library Trends on organizational develop-
ment (OD) and leadership, we would like to share our observations, com-
ments, and opinions regarding OD, leadership, change, and other library 
concerns. To a large extent, our commentary is based on a combined ﬁfty 
years of experience exploring the applications of OD in academic, special, 
and national research libraries. As we developed the concept for this Library 
Trends issue, recruited and worked with authors and the Library Trends staff, 
and advised authors on content and editorial issues, we also reviewed related 
literature in library and information science, organizational development, 
and several other disciplines. Not surprisingly, we found many of our experi-
ence-based views reinforced, while others were challenged or expanded.
Denise Stephens, Acting University Librarian, Syracuse University Library, 222 Waverly Av-
enue, Syracuse, NY 13224–2010 and Keith Russell, The Libraries, The University of Kansas, 
Lawrence, KS 60645–7505
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 We share several beliefs, premises, and values that underlie our ap-
proach to organizational issues, change, and leadership:
1. Library employees are an underutilized (and often undervalued) resource. Every 
person working in a library has a unique contribution to make toward 
the success of the organization, provided that person is committed to 
the mission of the library and his/her values are consistent with or-
ganizational values. Many of the skills employees bring to the job are 
never utilized. More and more employees today (but not all) seek to 
be more fully engaged in the organization and its mission and to use 
more of their skills and knowledge in the workplace. At the same time, 
organizations are beginning to recognize the tremendous untapped 
potential within their employees. In the business literature, authors 
such as Drucker (2002), Meister (1998), Paton, Taylor, & Storey (2004), 
and Pfeffer (1998) recognize that corporations deﬁnitely need to pay 
attention to human capital issues.
2. Group processes in libraries can be improved. Much of the work of libraries is 
accomplished with two or more staff members working together, wheth-
er in work teams, committees, or task forces. Effective group processes 
are essential to the success of the organization, and every employee 
should have some familiarity with facilitation processes—whether or 
not that employee ever leads a meeting or supervises another employee. 
Some libraries routinely offer facilitation training. Schwarz (2002) is 
often considered the authoritative scholarly work on group facilitation. 
Moore (2004) discusses practical experience combining facilitation and 
leadership in a public library system.
3. Libraries as organizations can be structured and operated more effectively. Library 
organizations are often incredibly complex, sometimes with incompat-
ible (even contradictory) internal systems that undermine the success 
of the organization and its staff. Organizations are not perfect, but they 
can be improved. OD as a discipline offers an excellent foundation 
and a research-based set of tools and approaches for running effective 
organizations of all kinds, including libraries. In the future, another 
discipline or approach may emerge to eclipse OD, but at the present 
time it is a proven and sound approach. Holloway (2004) describes the 
impact of OD in some academic research libraries.
4. Leadership is critical in libraries, and all employees should be seen (and devel-
oped) as leaders. There are many models for leadership, and we tend to 
favor those that may acknowledge that in some circumstances top-down 
management does work, but in most circumstances other approaches are 
more effective in creating a healthy work environment, utilizing human 
resources, engaging employees, meeting customer needs, and in other 
ways fulﬁlling the mission of the organization. In our view, libraries 
should actively experiment with a wide range of leadership styles. We are 
also intrigued by the work of several authors who view every employee as 
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a leader (at one level or another, in various ways) and who recommend 
leadership training for everyone (Badaracco, 2002; Raelin, 2003). We 
believe that leadership skills can be improved through training, mentor-
ing, and other experiences. Mason & Wetherbee (2004) describe current 
leadership development programs that focus on library employees and 
comment on the structure and evaluation of these programs.
5. Positive and empowering approaches to managing and leading libraries are more 
effective than some traditional approaches. We believe the current move-
ment toward positive approaches to individuals and organizations has 
signiﬁcant potential for reshaping and invigorating libraries and other 
organizations. Various authors have written on both the theory and ap-
plication of this approach (a) in broadening our deﬁnition of human 
potential (for example, Buckingham & Clifton, 2001; Gardner, 1983, 
1999); (b) in focusing on positive psychology and related topics (Selig-
man & Csikszentmihalyi, 2000; Snyder & Lopez, 2002; Turner, Barling, 
& Zacharatos, 2002; Wright, 2003); (c) in applying appreciative inquiry, 
an approach to identifying what works well in an organization and how 
the organization can do more of the same (Sullivan, 2004); and (d) in 
taking action to improve often-dreaded performance appraisals so that 
they are more effective for both the employee and the organization 
(Coens & Jenkins, 2000). How can libraries further embrace the results of 
such research and make their cultures and environments more positive for people 
who work, study, and do research in their physical as well as virtual spaces?
6. Change in libraries can be anticipated, planned, and implemented in better 
ways. The library community is well aware of the impacts of rapidly 
changing information technology, evolving user expectations and in-
formation-seeking behaviors, and changes in information publishing 
and dissemination. It is unclear, however, whether awareness of these 
driving environmental issues equals understanding and whether the 
knowledge of these issues is applied to planning and implementation of 
change in library organizations. Hiller and Self (2004) note the method-
ology of systematic assessment in several libraries’ planning efforts. Deiss 
(2004) ventures into rarely trod territory to discuss the organizational 
choices (presented as dichotomies) and risks faced by libraries seeking 
to implement meaningful change. Each library organization is unique. 
Nevertheless, generalized documentation and study of effective library 
change efforts across various library types remains a much-needed area 
of research.
7. Ideas and tools for improving libraries as organizations usually originate from dis-
ciplines outside library and information science. We concur with Joel Barker’s 
suggestion that anyone who wants to have a better idea of what is hap-
pening and what is about to happen needs to read widely in a number 
of sources one normally might consider exotic or tangential (Barker, 
1993, pp. 213–218). While he developed this concept to help himself 
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and others anticipate coming and future paradigm shifts, Barker’s tech-
nique is equally useful for scanning the environment for other purposes. 
Libraries are not the only organizations on the planet, and most OD 
applications are ﬁrst developed in corporations or other organizations. 
Our reference list documents the range of sources we ﬁnd useful.
Organizational Development
 The discipline of OD has evolved over the past ﬁfty years or so. Both 
French & Bell (1999) and Grieves (2000) describe the historical develop-
ment of the ﬁeld. Broader perspectives on the nature of the discipline 
are contained in Carnevale (2003), French & Bell (1999), and Wheatley, 
Tannenbaum, Grifﬁn, & Quade (2003). But what is OD? Perhaps the most 
comprehensive deﬁnition is the one provided by French and Bell, who 
describe OD as
a long-term effort, led and supported by top management, to improve 
an organization’s visioning, empowerment, learning, and problem-
solving processes, through an ongoing, collaborative management of 
organization culture—with special emphasis on the culture of intact 
work teams and other team conﬁgurations—using the consultant-facili-
tator role and the theory and technology of applied behavioral science, 
including action research. (French & Bell, 1999, pp. 25–26)
The authors then devote several pages to explain the meaning of each part 
of the deﬁnition (French & Bell, pp. 26–29).
 On a practical day-to-day level, we think of OD as an ongoing, thought-
fully planned effort by all members of an organization to improve how 
that organization operates, serves its stakeholders, fulﬁlls its mission, and 
approaches its vision. What are more compelling than the deﬁnition of 
OD are the underlying and continuously evolving philosophy and values 
of the discipline.
 Carnevale describes OD as
more than a set of techniques. The myriad interventions used by OD 
practitioners are essentially facilitative; they are process oriented. How-
ever, these procedures are expressions of a deep array of humanistic val-
ues and assumptions. The core attitude of Organizational Development 
supports the participation and development of people in organizations. 
The heart of OD is realizing human potential at work. Organizational 
Development is optimistic about what people can achieve and decid-
edly depends on high trust. (Carnevale, 2003, p. 113)
Core Concepts That Drive OD and Related Efforts
 Relating to the values and assumptions of OD, Carnevale identiﬁes 
eight core concepts (quoted below) that currently drive efforts to improve 
organizational effectiveness in the United States (Carnevale, pp. 15–16). 
All of these concepts relate to OD in one way or another, and most are 
evident in libraries.
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1. “Customer or client satisfaction is the primary goal of the organization.” 
Libraries have a tradition of being client centered and client driven, and 
academic libraries are often known on campus for their dedication to 
serving users. Many of the assessment programs in academic research 
libraries relate directly to the user. (See, for example, Cook & Heath, 
2001; Deiss, 2004; Hiller & Self, 2004.)
2. “There is a strong commitment to human capital development.” Librar-
ies often have strong staff development programs and strive to imple-
ment sound human resources programs. Articles by Hawthorne (2004) 
and Oltmanns (2004) provide insight into such programs in libraries.
3. “Continuous improvement customarily borne of the ideas of various 
forms of work teams is a paramount system goal.” In many ways this 
relates to the concept of the learning organization (Senge, 1990), and 
several articles describe the ways both academic research libraries and 
public libraries are applying learning organization and team concepts. 
(See, for example, Bernfeld, 2004; Giesecke & McNeil, 2004; Phipps, 
2004.)
4. “There is an enthusiastic pledge to employee involvement and participa-
tion in all kinds of forms.” Libraries are often among the ﬁrst organiza-
tions to adopt newer concepts in leadership and management, which 
often include an emphasis on staff involvement in library decisions and 
planning.
5. “Common vision is prized.” Libraries often develop strategic plans, and 
one step in the process may be the development of a shared vision, 
either by broad staff participation or by other means designed to elicit 
staff concurrence with and support for a vision.
6. “Government organizations are encouraged to be entrepreneurial.” 
Many university libraries serve public institutions funded in part by 
state government, and there are several U.S. national libraries created 
and funded by the federal government. As governmental entities such 
libraries may be part of this movement.
7. “Organizational culture becomes the rage.” Libraries often have a 
unique culture, and surveys are sometimes used to characterize that 
culture. Kaarst-Brown, Nicholson, von Dran, and Stanton (2004) review 
the literature on organizational culture and relate research ﬁndings to 
library cultures.
8. “Empowerment.” Empowerment is, of course, one of the current buzz-
words in management literature, and libraries continue to explore ways 
to empower their employees. Cynicism about the concept results from 
faulty application and likely misunderstanding about the dual-sided 
nature of empowerment. Empowered staff members are responsible 
and trusted with some degree of discretionary decision-making. In cases 
where organizational culture discourages “going beyond the job descrip-
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tion,” or where staff members do not feel safe to practice responsibility, 
empowerment is only an empty word.
 These eight core concepts that Carnevale identiﬁes are exemplary and 
naturally appeal to leaders, managers, and other employees of libraries. It is 
no wonder that in recent years an increasing number of academic research 
libraries have established positions that focus on OD (Holloway, 2004). The 
range of activities and programs in libraries that constitute an OD effort, 
or relate to such an effort, is staggering and subject to interpretation. OD 
includes almost everything we do in libraries that relates to how we treat 
employees, customers, and other stakeholders; how we develop and execute 
our plans; how we organize, learn, communicate, solve problems, and reach 
decisions; how we evaluate our programs, determine the need for change, 
and implement change; and how we consciously or unconsciously live our 
collective values and create effective organizational cultures. Actual OD-
related programs in libraries may include diversity, staff development, hu-
man resources, customer service, outreach, assessment, and various other 
administrative and operational programs.
 It is easy to see that OD is the glue that interconnects the organization 
as a whole and that OD efforts must take a holistic approach and recognize 
the library as an integrated system with a unique ecology all its own. And, 
of course, the library as a system (or combination of interconnected sys-
tems) must be viewed in the larger complex of organizations with which it 
interacts in various ways.
Our OD Process Model
 In a nutshell, the basic application of OD in libraries or any organi-
zation is fairly straightforward. In its simplest form, the process can be 
described as a ﬁve-step OD process model:
1. Create and foster a healthy organization. Administrators, staff, and other 
stakeholders share in this responsibility. Much has been written on 
healthy organizations, ranging from the relatively early work of War-
rick (1984, pp. 3–5) to a recent monograph that devotes seven articles 
to the topic of “New deﬁnitions of organizational health” (Hesselbein, 
Goldsmith, & Beckhard, 1997, pp. 315–374).
2. Monitor the organization for evidence that some part(s) of the organization 
is/are not working well. This is everyone’s responsibility in general terms, 
though administration needs to ensure that mechanisms are in place 
for monitoring systems and communicating observations of possible 
problems. OD surveys and other tools may be used to assess the status of 
the organization and to help diagnose areas that may need help (such 
as communication, interpersonal relations, clarity of job assignments, 
etc.). Some of the tools used are described in French and Bell (1999) 
and Cummings and Worley (2001).
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3. When an issue is identiﬁed and diagnosed, make a conscious decision whether to 
take action to correct the situation. Roger Schwarz, in his thorough mono-
graph on the topic of facilitation, has a similar step in his process for 
determining whether or not to intervene in a group process (Schwarz, 
2002, pp. 166–169).
4. If a decision to intervene is made, choose one or more appropriate actions and 
implement it/them. “OD offers a number of methods to deal with an as-
sortment of organizational problems. They can be applied in a pure 
fashion or worked as hybrids. Basically, they all afﬁrm the worth of 
people” (Carnevale, 2003, p. 123). The organization as a whole must be 
considered when making changes, even if at ﬁrst glance the problem 
only seems to affect one part of the organization.
5. Evaluate the result(s) of the intervention to see if additional action may be 
needed. Does the intervention produce the intended results? Are there 
any unintended consequences, particularly negative ones, which may 
exacerbate the problem or create other problems?
 This cycle can serve as the backbone of the organization’s OD program 
and can be utilized with various systems within the library. Phipps (2004) 
provides an overview of how various systems within a library interrelate and 
are part of the larger whole.
Organizational Development and the Nature of 
Libraries
 In many ways libraries are enlightened organizations and are natural test 
beds for the premises and tools of OD. In academia, for example, libraries 
are often campus leaders in planning, customer service, staff development, 
diversity programs, and the application of technology. Library employees 
in general are intelligent, collegial, well educated, well read, curious about 
a wide range of topics, proactive, and often eager to try out new approach-
es—and are willing to share the results of what they learn with others via 
conference presentations, articles, and informal discussion. They share a 
common set of values, which often includes a commitment to service and 
the provision of broad access to information for all customers. Members 
of the library staff are often naturally inclined to read scholarly literature 
and to contribute to that literature, and in many institutions faculty status 
for librarians further encourages such activity. Those who work in libraries 
have ready access to information and are usually expert at locating informa-
tion resources. Further, at least in academic institutions, members of the 
library staff often know teaching and research faculty who contribute to the 
scholarly literature. Some of those scholars may be resident experts on OD, 
organizational behavior, change management, and other related subjects.
 The library and information science profession beneﬁts from strong 
professional associations that facilitate the sharing of organizational experi-
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ences about what works and what does not work in the delivery of informa-
tion to users, the leadership and management of libraries, the education of 
librarians and other library staff, the worldwide sharing of bibliographical 
resources, and the role of libraries in the overall scholarly communication 
process. Libraries have a long history of being catalysts for extensive levels 
of cooperation with other libraries and organizations, making the most of 
limited resources and often delivering unique information products and 
services to users. For example, Gardner, Gilbertson, Hutchinson, Lynch, 
McCue, and Paster (2002) describe a cooperative venture involving a na-
tional library and more than thirty universities and other organizations to 
produce a Web site of quality information on agriculture and related topics. 
Russell, Ames-Oliver, Fund, Proctor, and Vannaman (2003) summarize the 
results and beneﬁts of an extended cooperative venture at one university 
between a library and a campus-wide professional development unit to 
enrich offerings that beneﬁt not only the library but the whole campus.
 In addition, many of us view libraries as relatively humane organizations 
in which to work. In highly functioning libraries, leaders, managers, and 
staff work constantly to improve organizational culture. There is a fairly 
broad awareness of much of the relevant literature and trends relating to 
human capital and the essential importance of all employees to the effec-
tiveness of organizations.
 These attributes of libraries can make it both logical and easy for librar-
ies to apply OD tools and techniques in day-to-day operations as well as in 
special projects. With all these positive attributes, can libraries adapt more quickly 
to change, drive change, and anticipate paradigm shifts? How else can libraries 
capitalize on their strengths?
Organizational Development and Change
 Change, as an organizationally signiﬁcant activity, is well documented 
as necessary for libraries to remain relevant. In a March 2004 Library Lit-
erature keyword search combining the terms “change or change manage-
ment,” more than 1,500 results were generated. Most of this literature is 
relatively focused and dedicated to speciﬁc library functions or desired 
organizational responses to certain environmental stimuli. Representative 
recent works include change in library acquisitions, information services, 
or technology deployment to meet narrowly deﬁned change imperatives 
(Calhoun, 2003; Siddiqui, 2003; Wilson, 2003).
 An area in need of further exploration is that of organizational transi-
tion itself—the responses to and leadership/management requirements 
of change in library organizations. Much has been written about general 
organizational change and the leadership requirements of change agents. 
Fundamental literature on this topic is plentiful (Bridges, 1991; Bolman 
& Deal, 1997; Cummings & Worley, 2001; Kotter, 1996; Kouzes & Posner, 
1995; O’Toole, 1996; Schein, 1992; Senge, 1990). While highly relevant to 
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the general understanding of organizational change and the leadership 
characteristics necessary to achieve it, these writings are based largely on 
the cultures of corporate enterprises.
 Library organizations, unlike those generally characterized in much 
organizational change literature, have a unique societal role and operate 
under cultures that may bear few similarities to their corporate counter-
parts. An increasing number of useful writings have emerged in the jour-
nal literature that treat the general issues of library change. Recent works 
offer the library context in the discussion of organizational change while 
remaining limited to speciﬁc outcomes or organizational areas (McKnight, 
2002; Mosenkis, 2002). Library organizations need more adaptable models 
and meaningful case studies that clearly link leadership behaviors to or-
ganizational outcomes (Schwartz, 1997). How do these efforts begin? What are 
the landmines (dangers) and risks? There is no single, foolproof strategy for 
developing the library organization. Similarly, there is no single approach 
or tactic for leading organizations in libraries. More research is needed to 
model change processes, track the progress of major organizational change 
efforts in libraries, and document their effectiveness.
The Institutional Context for Library OD
 One powerful and undeniable factor in determining organizational suc-
cess (or frustration) is the institutional context in which libraries function. 
That context deﬁnes the relationships and obstacles libraries must navigate 
in order to accomplish their missions. Institutional realities (vision, priori-
ties, resources, and politics) determine the amount of inﬂuence the library 
has in shaping broader outcomes and, thus, in maintaining relevancy. The 
library is owned by all of the institution, manifested as individual stakehold-
ers with highly speciﬁc needs and perceptions. Yet libraries are not neces-
sarily understood as complete organizations to be managed and developed 
outright and in concert with the institution.
 Leaders and others in libraries who represent the organization within 
the institution encounter various situations indicating a disconnect between 
the library’s organizational self-understanding and the institution’s under-
standing about the library. The disconnect appears in various settings and 
circumstances, usually based on one (or more) of many possible uncertain-
ties. What is the role of the library within institutions (academic and governmental)? 
What is the library’s alignment with institutional goals, expectations, culture, and 
priorities? What are the institutional culture and perceptions of the library’s cred-
ibility, autonomy, effectiveness, inﬂuence, and traditional relationships? How does 
the library stand in the competition for resources? These questions have seen 
only limited treatment in the library literature (Downing, 2003; Hawkins 
and Battin, 1998; Kirchner, 1999; McCabe & Person, 1995; Usherwood & 
Pearce, 2003).
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 Much more research is needed to identify and adopt effective strategies 
for solidifying the library’s role and inﬂuence within parent institutions. 
Similarly, more scholarly effort is needed to provide practical methods for 
use in assessing library contributions to institutional goals (for example, 
learning outcomes in the academic institution). If libraries are to design 
and redesign themselves with deliberateness and purpose, they must do 
so within the larger framework of complex and dynamic institutional en-
vironments.
Diagnosis of the Library Organization
 Diagnosis should precede signiﬁcant organizational change efforts. 
Library organizations (manifested as people) must be self-aware and edu-
cated with an understanding of the underlying cultures that shape them. 
They must learn why things are as they are, the way things are done, the 
unspoken (or misspoken) expectations, and the other informal systems that 
inﬂuence the people in the library. In this regard library research has yet 
to emerge.
 The human dynamic of organizations and its impact on change is 
well documented in the management literature. Perception, fear, trust 
(or lack thereof), and other internal human factors may multiply in the 
organizational setting to create generalized reactions to the unfamiliar or to 
change that is inconsistent with the prevailing culture. Established, though 
not necessarily articulated, organizational customs, norms, and values also 
play an inﬂuential role in determining the character of the organization. 
These and other cultural factors inform how work is done, the expectations 
related to personal inﬂuence and autonomy, and (most importantly) what is 
perceived as important for the organization to do. Diagnosing and effectively 
engaging the existing culture is essential as a starting point in deﬁning and 
guiding the organization’s future (Harrison, 1994; Kegan & Lahey, 2001; 
Weisbord, 1978).
 Libraries, like other organizations, operate in ways largely inﬂuenced by 
their prevailing cultures. Within these cultures lie strong beliefs and values, 
some of which may exist in conﬂict with the formal and/or other informal 
expressions of what is organizationally important within a particular library. 
Kaarst-Brown and her colleagues describe the phenomena of competing 
values and the importance of identifying them in any organization (Kaarst-
Brown, Nicholson, von Dran, & Stanton, 2004). The key to understanding 
fully the library’s values and other aspects of its culture is effective orga-
nizational diagnosis. More research is needed to identify and assess exist-
ing cultural assessment tools for application in library environments. This 
work should consider, in fact, whether the cultures of library organizations 
are substantially different from other not-for-proﬁt service entities, thus 
requiring unique assessment tools and approaches. Such research would 
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enable libraries to understand and manage a myriad of issues. What are staff 
perceptions about the necessity for change? What is the organization’s readiness for 
change? What are the points of conﬂict? There will be winners and losers (no 
matter how positive or participatory the change process). Hard outcomes 
may simply be inevitable. How can the organization cope with this inevitability 
and protect important assets like good will and personal commitment? What are 
the ethical issues and responsibilities in undertaking an OD effort? How will we 
know if we succeed? What if we don’t? How do we effectively manage conﬂict? No 
signiﬁcant change will occur without some degree of skepticism or deep, 
sincere disagreement about vision. In some environments, conﬂict arising 
from the work of organizational development—substantial change—is akin 
to competition for the soul of the library.
 An important learning outcome from organizational diagnosis is the 
uncovering of psychological contracts. These are the unwritten (and often 
unspoken) understandings held by individuals about expectations, privilege, 
power, obligations, rewards, and the like. However, psychological contracts 
create powerful organizational mandates that may be inconsistent with the 
formally articulated mission and practices. Management and human rela-
tions literature provides considerable treatment of this issue (Anderson, 
1996; Makin, Cooper & Cox, 1996; Rousseau, 1995; Turnley & Feldman, 
1999). While not evident in the written mission and mandates (policies) 
that govern organizations, psychological contracts are perceived by many 
staff as no less binding. Violation of the psychological contract often occurs 
without the knowledge of the offender (usually those who are in authority) 
and can escalate to general distrust, skepticism, and rejection of efforts to 
develop the organization’s capabilities (Robinson, 1996).
 All library staff, regardless of rank, face the challenges of organiza-
tional development—the continuous work of deﬁning and designing their 
organizations. Leaders and other change agents must understand the psy-
chological mandates that inﬂuence human organizational behaviors if real 
change and ongoing development is to occur.
User Inﬂuence on the Development of Library Organizations
 Users are a fertile source of information about the breadth and quality 
of library offerings. Libraries have come to accept the centrality of user 
feedback in planning and assessing services. Efforts to quantify how much 
and how well libraries serve their users are well documented in the pro-
fessional literature. Whether calculating the library inputs and outputs 
(transactions), or measuring the quality and outcomes of library services, 
useful resources abound to assist libraries in understanding their interac-
tions with users (Cook & Heath, 2001; Friedlander, 2002). Some libraries 
have engaged users in the design of services. Advisory groups are another 
means of using feedback to inform planning and decision-making. Some 
efforts have centered on new technology-driven projects or other one-time 
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planning efforts (Pugnale, 1987). While critical, these approaches do not 
lend themselves to direct, active user involvement and inﬂuence in the 
planning and management of programs.
 A more empathetic approach involves direct organization-user interac-
tion in a partnership that gives users meaningful inﬂuence and investment 
in the outcomes. Empathetic approaches emerge from the perspective that 
empowered customers can engage organizations in uncovering and solving 
the problems they face in their relationship with the organization. These 
customers may provide powerful insight useful in designing the future 
of commercial and other enterprises (Lei & Greer, 2003). How, then, can 
users more directly inﬂuence the development of library organizations? Would this 
approach be effective, or even practical, in the library setting? Experimentation 
and research is needed to answer these questions.
Organizational Development and Leadership
 Gill makes an excellent point about the relationship between change 
and leadership: “While change must be well managed—it must be planned, 
organized, directed and controlled—it also requires effective leadership to 
introduce change successfully. It is leadership that makes the difference” 
(Gill, 2003, p. 307).
 But what is good leadership? There is so much written about leadership 
that it is difﬁcult for anyone to know where to turn for useful information 
on the topic. Steven Sample, president of the University of Southern Cali-
fornia, provides this assessment:
The very concept of leadership is elusive and tricky. It’s hard to deﬁne in 
a way that is satisfactory to everyone, although most people believe they 
know it when they see it. Certainly there are natural leaders who seem to 
gravitate effortlessly to positions of power and authority. And yet many 
of the world’s greatest leaders demonstrated relatively little aptitude for 
leadership in their youth, but instead learned this esoteric art through 
study, apprenticeship and practice. (Sample, 2002, pp. 1–2)
 Review articles by Storey (2004a) and Van Wart (2003) provide over-
views of leadership and leadership development theory and practice and 
point out that there is relatively little consensus on some issues in the ﬁeld. 
Differing perspectives persist, no matter how much is written. In our view, 
these diverse perspectives on leadership create a certain tension within 
libraries—a tension that creates conﬂict where instead it should create 
opportunities for healthy discourse and a diversity of approaches to leader-
ship. In practical terms, however, we have observed that the diverse views of 
employees on what constitutes effective leadership may manifest themselves 
in how each employee would like to be treated and in the type of leader 
he/she would prefer. Employees who would just like to be told what to do 
may appreciate a supervisor who practices top-down, directive leadership. 
Other employees who expect to be involved in decisions affecting their work 
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may prefer a supervisor who practices aspects of facilitative, participatory, 
or shared leadership.
 The broader literature on leadership is of some comfort in acknowledg-
ing that, despite all that is written on this popular topic, there are many, 
many unanswered questions. (See, for example, Hesselbein, Goldsmith, 
& Somerville, 1999; Storey, 2004c; Yukl, 2002.) Occasionally an author or 
editor will focus on leadership in the public sector (see, for example, Javi-
dan & Waldman, 2003; Van Wart, 2003; and Svara, 1994). Several authors 
write on leadership in library and information science, including Hernon, 
Powell, and Young (2001, 2002), Riggs (2001), and Winston (2001a). In 
addition, Winston recruited several authors to help compile a recent work 
on the topic (Winston, 2001b).
 Needless to say, if it is difﬁcult to deﬁne leadership, it is difﬁcult to 
design programs for developing the leaders of the future. Murphy and 
Riggio (2003) assembled works by several authors on leadership devel-
opment issues. Ready and Conger (2003) provide general insights into 
various factors that can undermine sincere efforts to develop leaders, and 
Sorcher and Brant (2002) address the issue of selecting future leaders. 
Within library and information science, Mason and Wetherbee (2004) re-
view programs for developing leaders and raise important issues relevant 
to future improvement of those efforts. Winston (2001a) provides insights 
into the identiﬁcation of future leaders in the profession.
 But is much of this focus on selecting a subset of library employees to be developed 
further as leaders really necessary? A growing literature challenges many of 
the traditional views of leadership and has produced a variety of alterna-
tive leadership models. Many of the newer approaches focus on leadership 
development in all employees and on alternative styles of leadership that 
may include a whole repertoire of styles a leader may employ depending on 
circumstances. (See, for example, Badaracco, 2002; Block, 1993; Drath, 2001; 
Goleman, Boyatzis, & McKee, 2002; Lipman-Blumen, 1996; Moore, 2004; 
Pearce & Conger, 2003; Raelin, 2003; Ray, 1999; Sample, 2002; Schwarz, 
2002; Seifter & Economy, 2001; and Svara, 1994.) In our view, this plethora 
of writings offering alternative approaches to leadership and leadership 
development suggests that libraries should broaden their efforts to embrace 
experiments in the use of these newer approaches to leadership.
 Another observation we have is that in some cases the supervisors 
and managers who would beneﬁt most from further development of their 
supervisory, managerial, and leadership skills may actively resist training 
and development. We ﬁnd this peculiar, since the salaries earned by most 
supervisors and managers are larger than those of the employees they 
supervise and are justiﬁed at least in part by the supervisory, managerial, 
and leadership skills they are expected to provide. Thach and Heinselman 
make a related observation in their comparison of leadership development 
and parent development.
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In general, our approach to leadership development has been similar to 
our haphazard approach to the development of parents. In our society, 
some parents pursue development and some do not; some parents do 
not want to be bothered with mastering good parenting skills, but still 
want to be parents (that is, leaders of children). For those of us who 
have been parents, there is unanimous agreement that good parenting 
involves the mastery of a particular set of skills needed in few, if any, 
other endeavors. (2000, pp. 219–220)
They go on to say, “In many organizations, leadership development follows 
a similar course, one that relegates leadership to a low priority position on 
the skill ladder. We approach leadership as if anyone can do it, as if the skills 
are acquired by osmosis” (2000, p. 220). Given this situation, we surmise 
that parents without special training will most likely parent the way their 
parents did (or possibly in an opposite way), and that leaders without special 
training may lead the way they have observed past bosses lead (or possibly 
in opposite ways, or a combination of ways). In both cases there must be 
much that can be learned about best practices (or even good practices) in 
parenting or leadership from discussion sessions, training, or observation 
and/or reading.
 This reluctance by established managers to further their education 
on leadership topics is documented by Storey. He reports on a research 
study in Britain: “As expected, the vast majority of senior managers (78 per 
cent) espouse the value of leadership as a core organizational priority, but 
in practice they just do not seem to get round to doing much about it at 
the highest levels” (2004b, p. 7).
 What does it take to motivate a change in leadership behavior? Stringer (2002) 
addresses this issue by presenting and analyzing a case study. He concludes 
that, in this case at least, ﬁve observations can be made:
• “Leaders won’t change unless they see the need for change.”
• “Collecting credible, objective, hard data helps leaders see the need for 
change.”
• “Leadership practices aren’t ‘good-bad’ issues; they are more a matter 
of ‘effective-less effective.’”
• “Leaders will change their practices when they feel they have real op-
tions.”
• “Leadership skills can be learned.” (Stringer 2002, pp. 112–117)
 How can we help to ensure that all employees participate in leadership develop-
ment and other training and development programs? Should the employment contract 
(written or verbal) speciﬁcally say that the employee will regularly refresh his or her 
knowledge of supervisory, management, and leadership knowledge?
 Of course, there is also continuous pressure on those who design and 
present leadership development programs to update their offerings in 
response to participant feedback and the results of educational and leader-
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ship research (Ready & Conger, 2003; Tyler, 2004). Much has been written 
proposing ways to improve these programs, including works by Ayman, 
Adams, Fisher, and Hartman (2003); Mumford and Manley (2003); and 
Schriesheim (2003). During the 1990s several libraries began to offer lead-
ership training programs developed by Stephen Covey to their staff (see, 
for example, Covey, 1989). Some of his programs offer a relatively new 
360–degree feedback assessment as part of the leadership development 
process. This tool combines evaluations of the program participants by 
their supervisors, peers, and employees who report directly to them.
 The use of such 360–degree feedback has become a standard part of 
many leadership development programs, and many researchers have in-
vestigated the effectiveness of such instruments. Do these assessment tools 
lead to improved leadership performance? Recent papers by Atwater, Brett, 
and Waldman (2003) and Conger and Toegel (2003) summarize much 
of that research and conclude that 360–degree feedback produces the 
intended improvements in some recipients but does not work for others. 
Occasionally there are unintended consequences, where valuable employ-
ees are discouraged by the process and/or results and choose to move on 
to another organization. Some of the recommendations to remedy this 
situation include paying more attention to how the raters of the participant 
are instructed in how to complete the assessment inventory and how the 
assessment results are presented to the participant.
 This research result corroborates the experience at one library that 
mandated 360–degree feedback as part of a multiday leadership program. 
Administrators were somewhat surprised when a few excellent employees 
refused to participate if the training required such feedback. While it is 
evident this new assessment tool has many positive features, there are some 
drawbacks that can be addressed and reﬁned. This is one example, relating 
to just one aspect of leadership development, where research results are 
valuable and can lead to further improvements in the ways we improve the 
skills of current and future leaders.
The Future of OD and the Future of OD in Libraries
 The discipline of OD appears healthy, based at least on ongoing vigor-
ous debate about both the premises and the future of the discipline. As one 
example, beginning in 1999 the Journal of Applied Behavioral Science provided 
space for debate on whether it was time for organizational development 
to evolve into a new discipline: change management (Worren, Ruddle, & 
Moore, 1999; Farias & Johnson, 2000; Worren, Ruddle, & Moore, 2000; 
Hornstein, 2001). Additional viewpoints on the future of OD are contained 
in Carnevale (2003); Church, Waclawski, and Berr (2002); and Wheatley, 
Tannenbaum, Grifﬁn, and Quade (2003). Libraries have a natural role 
to play in the continued evolution of OD, particularly as environments 
in which both library staff and OD researchers can try new approaches, 
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evaluate results, and share experiences via conference presentations, the 
library/information science literature, and the OD literature.
Conclusion
 Libraries exist to serve users in a ﬂuid environment of evolving expecta-
tions, technological inﬂuences, and institutional imperatives. As organiza-
tions, libraries have always understood their unique role in society and in 
their parent institutions—always with the mission to serve regardless of 
the environment. The rapid pace of environmental change requires that 
libraries become more adept at forecasting the future and in redeﬁning 
and redesigning themselves organizationally to meet new and sometimes 
daunting challenges. We do not have to start from the beginning; much 
relevant work has been done. Our challenge is to become more active in 
producing and sharing the research (and subsequent models) necessary 
to inform libraries as they adopt new and expanded roles in a dynamic 
real world.
 In this article we have focused on OD, change, and leadership. The 
literature of all three of these ﬁelds reﬂects a state of ﬂux and often includes 
conﬂicting points of view on such topics as how effective OD is, where that 
ﬁeld is headed, what the most effective change model is, what the most 
effective leadership style is, and how leaders should be developed. What 
we can say about these ﬁelds is that they have a deﬁnite relationship to 
both current and future operations of libraries, and we cannot wait for all 
the dust to settle. We must choose what seems appropriate from existing 
research results and apply it in our libraries—and see what happens. In 
essence, we are recommending that we all pay attention to the literature 
of several disciplines, including our own; identify from that literature ac-
tions that may improve library operations and culture; try them out; and 
report our experiences, both positive and negative, within and beyond our 
community.
 One of the authors recently visited Big Bend National Park in west 
Texas. As part of a ﬁeld trip, one of the park rangers publicly commented 
“In many parks we encourage visitors to stay on the trails. In this park, we 
encourage visitors to get off the trails and really explore!” The authors en-
courage all stakeholders in the future of libraries to “get off the trails,” see 
what they can discover about improving library organizations, and share 
their discoveries broadly.
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